"88-:,» : : ~’
St wio oooat.work,.-the_convener can look for behavior which does or does not support

_the goal statements. Information about any'discrepancies between stated;
obJect1ves andhmember behaV1ors shou]d be fedback to the team. After dis-
Hcrepanc]es are_ brought intoithe open, the goa] statements can be‘modjfied R
‘or team.members may agree'to change thefr behaviors.

| It is also the. role of the convener to emphas1ze the 1mportance'
of cont1nua1 reassessment of goals.‘ The team's goals may be adjusted as
work _towards them- proceeds A]though some goals may prove to be unrea11st1c,
others may not seem re]evant to the current d1rect1on of the team s work.

When. team members take ‘for granted that the reworking of. gbals is a centra] -

part of their teamwork, then-tﬁay may be more Capab1e of av0]d1ng.many of

<
-l

the tensions which arise when'discrepancies:between_stated goals and their-

" * actual behavior occur. - o

(4) Integrat1ng persona] goals with group goals. Team membersl

3 L

sat1sfact1ons increase as they see their persona] goals being 1ntegrated

“into the tgig s goals. -The convener can fac111tate integration of 1nd1v1dua1““—'

'and team_1n rests by having team memberS'spend time th1nk1ng about.what

theijr personal goals are.  An exercise that could be he]pfu] beg1ns w1th

each team member wr1t1ng his or her persona] goa]s on a 1arge sheet of news-.
ﬁ; print. - The pages of - newspr1nt‘are next posted around the "room and everyone

e

. ‘Yeads’a]] the pages On the same age or an’ adJacent b]ank one, anyone ?}Fk‘?'-

wr1tes down a tean goa] or team task wh1ch he or she fee]s cou]d help to -

satisfy a 11sted persona] goa] After the read1ng and wr1t1ng are comp]eted
¢

ﬂteam members aga1n 1ook at. the1r own. ¥1sts "and the added SUQQESLIOHS F1na11y,‘

. .

dthe team as a who]e discusses what has been 1earned about team funct1on1ng
' vcvand the goa]s wh1ch shou]d be pursued Jo1nt1y

T B} L Manag1nc conf]1cts on the team Another 1mportant funct1on of the

[

T A ed T T
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convener 1nvoTves uncoverlnﬁ, p1np01nt1ng, and encouraglng construct1ve

£ .
work on conlects. ATthough disagreements among team members 1nd1cate

that conf11ct is present on the team, the conf11ct can be construct1ve when
*d1scus51on and expTorat;on of d1fferehces occur The energy thgt grows out
.of conf11ct can~be very heTpfuT to the team if construct1ve and creat1ve
'problem solving occurs, as.a‘consequence.‘

| Conveners can pTay_g constructTyelpart in the face of conflict :
jwhen they. pinpoint the specific issues when'disagreement is occurring. If - »
g important'for'the convener to keepaconfTicts from becoming mOre'genera1~ R

. than thej“?ea]]y are. Thus, two: team members who d1fagree about how the
- 'womk is to-be -carried out, but who at the same *1me hon s1m11ar goa]s for -

_the team,‘can be urged to create construct1ve ways in wh1ch each can work

«

N toward the Targer good wh11e still do1ng some tasks~ d1fferently Itis

'1mportant in th1s instance that the part1cu1ar area of conflict: 1s acknow-

a

ledged and that a small confT1ct is not aTTowed to escn]ate into an 1ntense

Ry}

—m~——~1nterpersona1 fued . The-‘convener. shoqu encourage open d1scuss1on to he1p

the two, team membehs to come. to gr1ps w1th a reso]ut1on ad

_Many conflicts, aTthough not all by any'means, arise”BECause of

- poor communication. Two or more team members become-embr011ed-in_a series

- . of m1sunderstand1ngs, rumors, and m1s1nterpretat1ons The convener can .. .

. fac1]1tate understanding in these 1nstances by encouragwng team members to
fpract1ce theftommun1cat1on skills descr1bed abOVe M1s1nterpretat1ons can

Tbe clarified, m1sunderstand1ngs can be red ced and rumor can be 1a1d to

:rest by be1ng spec1f1c about behav1ors, feeT1ngs, and be11efs The convener,

. can’ take a “neutral pos1t1on in attemptlng to reduce such 1nterpersona1

Qamblgu't1es

The conveneh can suggest several actiuities for helping the team .
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to deal with conflict:” .
- (1) The worst'fantasy' A major psycho]og1ca] obstacTe to -

,negot1at1ng solut1ons to conf11ct 1s fear of. what would ‘happen if one L
L '_party g1ves in. The worst fantasy act1v1ty is a way 1n-wh1ch the conf]ice K -
-t1ng part1esmcan explore thepr own fears, white revealing to the others how
'threatening the.situation'is.- Using-a real cohf]ict the adversaries imagfne
" what the worst happen1ng cou]d be if the other individual or'subgroup' o
.‘should ga1n what it wanted from the conf11ct For examp]e, a th1rd grade a
'teacher on the primary team m1ght fear that: 1f the f1rst and second grade
' teachers~adopt the new. _readiny procedure they have in mind tnat all students
_':connng into the. third grade read1ng groups, w111 be 1ncompetent readers and e
“,that she wi]] be burdened with the heavy load of remedial reading. Or%_ f' T
fanother examp]e couqd 1nvo]ve a head counSelor in a sen1or h1gh who fears
that 12 1eadersh1p rotates aMong a]] counse]ors on the team that he wou]d

- not. be able to run the human relations groups he wants because other coun- 3

se]ors believe that they are a waste of time.
These conf]icts are not atypiCa] in educatfonal teams; they-can
be managed-if the fantasies of the adversaries are shared. The conrener

.0

can encourage reso]ut1on by hav1ng the two s1des exp]ore how each th1nks‘
I & .

about the very,worst fantasy\pf the other WOuld s1de A suffer 1ts worstp
fantasy 1f side B got what 1t wanted? - For examp]e, 1f B gets the role of

| representlng the team in d1scuss1ons with the pr1nc1pa1 about schedu11ng,ft" o
.:.w1]1 A get the worst schedu]e arrangement p]us before schoo] duty7 Ob- E h;fb
v10us]y once worst fears are brought out into the open, agreement can. more. '
eas11y be reached which w111 protect each part\ -- or 1f the rea11ty of a

fear is actua]Ty devastat1ng, an open d1scuss1on can show chat A shou]d or . . i

h}

: fshopld not bacx down, etc. Once conf]1cts are revea]ed construct1Ve steps

» "’..-5‘9.
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can begin to be worked out.

o~

(2) Careful-observations. -By watching a team at work,.the‘con¥ : $

.vener' can begin' to pick up clues about:conflict. Does'somé team member_-?

AW

“cont1nua]1y 1ntroduce irritation to a d1seuss1on or host111ty to a dis-

' agreement? Do these behav1ors seem warranted? Do some team issues get .
@ \ .
. ;dlscussed only superf1o1a11y as if members were avoiding reaT d1ff1cu1t1es?
:Do some members keep watch1ng (but not talking) as 1. they are fearfu] of - .. e

° uhat.might‘happen next? Do some members seem never to taTk to one another7
. 2 _\ ) o \
~ Do some, team members' contr1but1ons constant]y get 1gnored or plopped? Areg_
tense FeeTings_present thTe,some team members are interacting. .

: . » .- -
Many Clues Tike;these*can;heTp;the*convener-andcother team members NN

to.reaTize'that cenflicts on the‘team—arelpresent. Once conflicts are noted, .
the convener should hazard'an impression check to raise the conf]ict into |
-the open. Then d1scuss1on occurs, the dpnf11ct-1ssues are sharpeneg, and
m1scommun1cat1ons are sett]ed After real d1fferences are agreed upon,
prob]em solv1ng and, negot1atron 1s encouraged The next section deaTs w1th

probTem so]v1ng procedires wh1ch can fac141tate a team s ﬁunct1on1ng _ ,; . o

'fﬂ - . 0_ganiz1ng7progﬁem soTv1ng - A critical set of act1v1tLes for any~ .“\ ;
team_1ny01ves probTem so]v1ng As we v1ew 1t a prob]em is a d1screpancy _'...;mij
between a goa] and a current state of affa1rs Thus, Tor a pa1r of adver- .

. saries to engage 1n probTem sko1ng they must at the outset agree on some |
overarch1ng goa] and see the1r present s1tuat1on as fa111ng short of that

i goaT The astute convener or team member w111 attempt to get those 1n p S .

- conf11ct to focus on thelr comion goa]s and the1r d1sparate current p01nts

-.}f view,

':}?,,"f~- A usefuT system of robTem sorv1ng const1tutes three eTements

o the s1tuat1on,‘target, and paj ,s. The situation is the,waysvth]ngs are;




\

8

‘targets are team or personal goa]s; paths are actions to take for moving

C-

from the current situat1on to .the team s targets - Astute conveners wilT

L keep these e]ements of prob]em solving in con51derat10n as they attempt to
he]p the team take on a prob]em-SOIV1ng oruentat1on ‘The targets set up R
the - obJect1ves towar. wh1ch the team will move =-“tne current situation

m ust be known -- and the paths are ‘the mainsprinqs ‘of team members creat1v1-

.

ty and self renewa] : - e

' The fo]]ow1ng steps are part of a. prob]em-so]v1ng sequence that’ _
.‘.f:.f:—-'-—--

a team may want to use

(1) C]ar1fy4ng the prob]em The team should avo1d the p1tfa11 c

of gett1ng hung up on words during th1s early phase of . prob]em solving.

. . [ Cae
. Some team members may prefer to speak of goa]s, others may 11ke to speak
of prob]ems, whi]e others may ‘prefer the-neutra] label of-1ssues ‘But the "

fi convener shou]d remember that all goals . ref]ect 1mp11c1t prob]ems, a]] B

"'prob]ems 1nd1cate issuds to be- cons1dered and a]] ‘issues take on the1r o .f

. .1mportance from the goa]s they 1nVO1ve

- ®  The convener shou]d/encourage team members to descr1be prob]ems
H congretely and spec1f1ca11y, ment1Zn1ng actua] events, p]aces, people, and
_resources The prob]em statements should be wr1tten whére everyone can see.. ,i
' them, dn a. b}ackboard ora, sheet of newspr1nt or. the 11ke And members
' shou]d be encouraged to ment1on as many prob]ems as they can th1nk of

p]ac1nq by each prob]em statement the goa] that is not be1ng reached

v Next, all. team members rev1ew what has beeén wr1tten and attempt o

‘to reduce the list to a fewer number of prob]em statements -and- goaIs Thenfﬁu“‘
"'the reduced ]1st is reviewed by ‘the team another.tjme so that-a]] of-the,5af;4¥!'
‘.factors ano]ved in any particujar/probIemncan“be brought out into ‘the o

- open. FinaTJy;fdurfng thisiffrst_step'in problem solving, the‘convener:en-~'

R al
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courages. the team to choose ane problem and one goal to be attacked

l

(2) Ana]yzing the problem. 'Once the situation. and target have |

e

been~c1ar1f1ed and team members share a working agreement about them, it -
v p
15 usefu] for team members to th1nk of all of the forces that are Leep1ng !

the team from mov1ng toward 1ts tardet (h1nder1ng forces) and a]] the forces
that ard he1p1ng the team to move toward 1ts- target: (helping forces)

 The team will d1scover that some of these forces are more” 1mpor-
{

“tant thar others and that SOme are Unchangeab]e,' The forces that" cannot ,
_be changed must be accepted as an 1ntegra1 part ‘of the s1taat1on. and team !

o ;.members should be th1nk1ng about ways to work around them Mdst time 1s‘

o

ispent durtng this step 1n problem SO]VTHQ in. th1nk1ng of ways to reduce the

. strength .of the h1nder1ng forces. ‘It 1s 1mportant for- the Spnvener to'

.

encourage everyone to give the1r 1deas about the h1nder1ng forces Some—

times, 'the team may w1sh to ask an outs1de resource person to contr1bute

'.some ideas dur1ng th1s step o - . ' 3:

(3) Generat1ng a]ternative paths. Now, with the primary'hindering- .

" forces in m1nd team members attempt to :think of various paths to move from ”Pj\i.

'.gthe situat1on to the target One way to produce a 1ot of 1deas fa1r1y

a4

quick]y is to have ‘team memberis use - the techn1que of bra1nstorm1ng, The

~ rule during: bra1nstorm1ng is to accept all 1deas that are thrown. out: w1thout o
: aeva]uatlng-them. 0ften_a time limit is placed on the team. Usually, the -
k ‘convener asks team members also to ‘fdcus on one or:two{hfndering forces atl'
a'time and to'generate:paths-ofvaction'to'overcome these, restraints. . One-;
.jor two team members act as. recorders, and team members try to throw out. L A
N AT

‘_many ideas qu1ck]y The 1deas are supposed to be stated br1ef1y, w1thout ﬂj--ﬁ

s Y A

. 'being‘exp1ained;' The ideas' do not necessar11y have ts be. pract1ca] nor. do 'A?j"/ﬁg

'the;contributors‘have to say how the ideas will be implemented. -Idea]]y,. ' ‘fv‘v./{ﬁ
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spontaneity and creativity become contagious and team members relay as

they bounce thoughts off of one another ,
(4) Critic1zing the bra1nstormed4paths Dur1ng the bra1nstorm1ng

W

team members were asked to set aside cr1t1ca] Judgments Now is the time to

7?7 use critical Judgment in attempt1ng ‘.,come up ‘with some feasible and reasonable
‘,\,

“action plans. Once idea. generat1ng is over the team settles down to d1scuss1ng

o

Lo and understandnng the ideas*that have been presented The conveneh;tr1es to

' ' he]p members estab11sh a- construct1Ve and creat1ve approach How might a
way-out idea be carr1ed out? Nhat new and innovative things can ‘we do?.- 0nce
“team members haVe d1scussed all of the bra1nstormed 1deas, they can beg1n to
eya]uate and to choose those paths that they really want to pursue B i

(5) Generat1ng a p]an of act1on Next, team members try to bring

the various paths from step. 4 1nto a s1ng1e, 1ntegrated des1gn for act1on

la

THt p]an 1tse1f should be spec1f1c and concrete Thp design should 1nc1ude

' who w1l1 do what and when And 1s it 1mportant that all of the team members

who will be expected to part1c1pate in the p]an should be a part of the des1gn1m

- process.' For- examp]e, an act1on p]an generated by a f1ct1c1ou§~team that
f;~ - 1s Tooking. for new ways to evaluate student progress in social stud1es m]ght,'

be that Mr. T and Ms. S wi11'ta1k with the district's eua1uation special- -

l

.4

BN '»'1st about ava11ab1e eva]uat1on techn1ques before the end of the month and
that Mr. G w1]1 look up references to soc1a] stud1es evaluat1on in the

‘-Un1vers1ty 11brary dur1ng‘the next three weeks : 3y ' ' g "thr‘i?

.,,~,\ o

_ Once a design. for act1on has been generated the team members should
| spend a 11tt1e t1me 1mag1n1ng how the1r new actions: m1ght work out Nhat m1ght
get 1n the way of 1mp1ement1ng the design? The: des1gn is then rev1sed accord’gy
to team members guesses about how the plan m1ght work best 0ften, the fresh

[ .
po1nt of view of an outs1der can be useful to the- team at th1s po1nt T1me o

-

103
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'spent by the team on®this kind of proaect1on and revision w111 be much less than
e .
- the time- demanded to launch the action, to strugg]e with the attua] forces, and

'
then to come back to evaluate and revise. . Creative 1maginat1on and guessing

used now can yard off some of the biggest weaknesses in the design.

(6) Try1ng out the p]an  Team members are now ready to put the p]an

‘~1nto action. As the- p]an takes . shape in the rea1 world, both the way the téam

.'works .together and the effect1veness of the p]an shou]d be’ evaluated The
convener should encourage team members to look ca efu]]y at what happens and

to suggest changes in the p]an as needed Eva]uat1on by team members themse]ves

-

w111 help them to see what is work1ng we]J and what needs chang1ng U1t1mate]y, '

"".'\

. eva]uation by team members w111 encourage them to start a ew. prob]em so]v1ng

cycle. . . o ) y
‘\. N . .

© A microdesign for problem solving. After team members have experjenced

- some prob]em SOIV1ng of the type descr1bed above, they may ,be ready/to short
- circuit some of the steps and to get to solutions more qu1ck1y The fo]]ow1ng

' m1crodes1gn has four steps (1) wr1t1ng-prob]em statements -+ each statement

- 1nc1udes a descr1pt1on of. the sftuation and a target statement* (2)'a1ternative
so]ut1ons -- bra1nstorm1ng act1on -paths 0CCUrs dur1ng this step. It is 1mportant
‘for the convener tu keep the team on to the ru]es of bra1nstorm1ng, (3) hoos1ng

the five most 11ke1y a]ternat13es -- by VOt1ng, the team can reduce to bra1n- .

X

| .stormed 11st to about 10 Then by d1scuss1on the f1ve most ]1k°1v and feas1b]e .

1deas are se]ected and (4) mak1ng act1on p]ans --'once the five a]ternat1ve . ;'

solutions have. been- decided on, the team moves on to making act1on p]ans ‘The
~five paths are- put in the order in which they will be 1mp1emented Each path

- is stated spec1cha11y and concrete]y and 11nked to every other path

e . »
e B 'q

Py
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. : N . .
Facilitating decision making. ' Team members should be aware of-*

Y

different methods for making decis1ons. Sometimes, for. instance, decisians
will best be made by individua]s, espec1a11y when they have particular ex-

» .
/)pert1se or when the dec1s1ons 1nvo]ve only a few team members. But, other .

..... £y

9
/ times,,it will be important for team members to obta1n a ma39r1ty vote or

L;// . even ynanimity when all team members must be involved in .implementing the

\

;/// dec1sion;

» \ v e

& The coevener_should help the team to‘be clear on the decisionémaking

LY . , ' . . - ) \
_procedure it is using for eech issue. It is usefu] to.have a category systan

in mind about dec1s1on making so,that team membérs w1li have a common voca-"
bu]ary One such system includes the fo]]ow1ng kinds of part1c1pation in
. dec1s1on maf1ng = (1) informed -- th1s is the weakest pos1tton in re]atlon
to decision- mak1ng, it requires that the team member is s1mp1y 1nformed abth -
- the dec1s1on after it 1s made (2) Consulted -- thistkind of part1c1pation

spec1f1es that the team member must be consu]ted pr1or to the time of dec1s1on-_

making. (3) Ipvolved -- this means that the team member part1c1pates d1rect1y~

- in fhe dec1s1on-mak1ng process Usua]]y a vote of some maJor1ty is requ1red ‘

.

dur1ng such a process (4) Veto -- here the team member can call off a decision

that‘ as been made ' Th1s g1ves the person with veto power cons1derab1e 1nf1uenc

inr ]at1on to the ent1re dec1510n mak1ng process And f1na]1y, (5) authorbgy -
$

Cos here the team,member has the 1eg1t1mate r1ght to: make the .decision on his or her

own- w1thout consu]t1ng or part1c1pat1ng with others It represents the h1ghest

‘amount of power llldec1s1on—mak1ng -
cod

{ ST i The convener should encourage team members to reach c]ar1ty 1n how _
- ' they w111 hand]e the1r dec1s1on -making. One procedure for doing th1s is to !

‘use a. matrix in which issues for dec1s1on-mak1ng are ]1sted down the, ]eft '

hand s1de vert1ca]]y and the pos1t1ons or ro]es on the team. age ]1sted across ;gf
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y b
) b

v ‘-
L

_the top horizontaily The cells of the matrix are fiiied out with the five
= types of infiuence Tisted above. ‘For an exampie of thjs'prbcedure. see. the

chapter on decision making in “the Handbook of OrganizatiOn'Deveidpment in *
. ) i

- ]
. o

Schoois (see annotated reference'h\Chaptur 6).

PR " 1

Perhaps the most ifiportant set of activuties for team ‘members to’

~

e get intp reiation to dec151on making is what- we refer to as consensus

] e

decisiEh-making, By conSénsus decision-making ‘we refer to a(discussion v
process not to nuanimity or compiete agreement of every member. During
.a consensus discussion, members are obiiged ‘to paraphrase what the key d
points’ of disagreement in- the teamﬁare . Then, members are encouraged to
D ~find creatiVe compromises The convener takes care to point out what the
| minority p051tion 1s and to paraphrase it. The tedm strives to find a
soiution that encompasses the major points of the minority position After
thorough discu551on, those members who still cannot compTeteﬂy agree with ) -;'l'
the majqrity position are askéd ﬁf they can live w1th the deC151on for a
prescribed period of . timE It is 1mportant at thTS point for the convener .

]

repbrt pub11c1y what he or she thinks or feels about the 1ssue Finaliy,‘°;’ B

-

a pact 1s made on the team to- carry out the dec1slon for a prescribed period i
)‘ . .
- . ‘ . . '

L - . (oo

to 1nit1ate a eam surVe& In the surVey; every member .is oBTiged to r. A

of time

1\Procedures for Effective Team Meetings

t Meetihgs are |mportant for the effective functioning of any educationaﬁ

- team, they serve as the communicacion center of the team Team members;haVe .
’the opportunity to share 1nformation in face-to- face, two way - diaiogue Thus,
ks team members get “the' benefit of receiving’ d1rect~feedback about. the messages

;..they are sending and rece1v1ng and thereby get some aSsurance that they have

been’ understood S N
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- making and consensus'discussions. with all the team members present aii the

Q_and a coiiective, cieariy dﬁderstood decision can be reached At subsequent te

,among team members for the impiemcntation of team deci51ons\and the. reaiization

. of team-goais.: Meetings can aiso provide a forum for conflict rais ing and probi

. resources in the team

and not to others, (3). the amoynt of time needed to discuss the item, and (4) \
\7%he type of action required from team ‘members concerning the items. - For exampi
‘ spme 1tems may requ1re merely an exchange—ef 1nformation while others may

’requ1re consensus dec151on making or con51derabie JOint pianning e Y

Meetfhgs of the teanl\iso provide a forum for collaborative decisio

avaiiabie information can be heard aii of the sides of an issue can b resent

' ¢

meetings, the impiementation of decisions and pians for action can be monitored.

- ‘ -

)
Meetings thus, assure a sense of continuity~to team pianning and activ1ties.

Perhaps. mos £ significahtly. meetings, can be commi tment=generating experiences :

soiv1ng and can be used to draw out and coordinate ‘the variety of opinions and
f ] ‘ ’ . .

. The.three most important aspects of effective team meetings
are: (i) aetting up the agesdiﬂ) 2) encouraging part1C1pation and (3)
gu1ding the debriefing. T S -

I

'’ Settingﬂup the agenda Prior to the meeting tﬁé’conVener shouid

[

1n1tiate a process for setting up -the agenda. Most team meetings 1nVoive

discu5510n of severai items or topics that differ in four 1mportant ways and fh

convener should have these 1n mind when heiping the team toiyenerate the, agenda

oThe four 1mportant aspects of the agenda are “) the importance or” urgency

L 4

.of the 1tems, (2)-the-extent to which the ‘items’ pertain to some-team members \_

i -

The convener can facilitate an effective team meeting by taking
these four dimen51ens 1nto con51deration whiie setting up - the agenda Theu
- | | ., ’: . ‘ \ ) . . . .“' ... Y, .
: Cooed : B ' e



foiiowing steps make use of these four dimensions and allow all team members
[N ) . ‘
, to participate in buiiding the agenda. ‘ ' e

(1) Posting the agenda The convener has an agenda posted in a

'centrai 1ocation so that team members can write down items of importance to them ,
' *

'prior to- the ineeting. - The convener brings this agenda to the meeting.

(2) Starting the meeting. At the start of the meeting, the convener

asks each team member to think of any items that may be of importance for gcoup
»

discussion.. These items are added to the agenda. Next, the. convener makes‘

-

sure that aii members understand each item. Then the items are placed into

-

'ciusters .- {f they can be grouped together -- SO that several items can be - _ .

- discussed under the same agenda ftem. \ .- '/*

B .
. .6
5

d (3) Ordering the agenda The convener selects an #Lder'for the

1tems wh1ch is based on the 1mportahce and. urgency of the 1tems. The convener
asks team members wh1ch {tems: seem most 1mportantcto them. Items that only -
are re]evant to,two or three team members are 1eft for the last part of the .

meeting 1n case some team members a;e requ1red to leave the meeting eariy

Ld

AAAAA

team member°who suggested the item to take the lead during that’ part of the

_meeting.' The convener watches the t1me to assure that the team stays on scheduie /ﬁ
* The written agenda ‘that was posted prior to the meet1ng can be*~

prepared us1ng the fo]iow1ng format

°

Kl
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L “lPersoﬁli.u ',"ﬁfF':Tyéé of . *_'__TTme "f'ffff
" Presenting: -~ . ° . _Ifem - . . Reguw‘ed o

. Us*ng parents as . L. e T e LT
- ;teach1ng a1des : - Dave . Decision-Making 15 minutes
' :j_Lunch schédule- ,_‘ o B 1 ._:', - . o | - .
~:mod1f1cations ~ Sally o Information . 2 minutes
: NewiworkbookSa "__ " sara ’ Informatfon ‘ 3 minUtesf,fi
o Mini- course 7£~,;~ S e ' : B
R prob]ems - y_ ~ Bob Prob]em—Solv1n§\ 20 m1nutes
S Parents/teachers T f-ﬂfl A i\& ._° y ot
—_ 1-party"“’ ”\ - Sa]]x o : Information N 2 minutes ..
T oL : o i,.. _ o '\_'11. ' ,_"T

'":Jfkvzgf," _r_ Th1s agenda is brought-to the meet1ng by tne convener and the steps

fli ;3, descr1bed aboVe are fo]]owed R L ‘;f_' f}"ﬁf:ff i,»ﬂ""'\

S o : T"? ) ' o _\ f_'- by .,\. R . o
e T Encouraang pant1c1pat1on Dur1ng the meet1ng, the convener acts'
a£as the d1scuss1on 1eaders The ma1n tasks of thc convener are’ to fac111tate

'kpart1c1pat1on 1n the dis cuss1on and to mon1tor the flow or the meet1nq The;,'Jf

: convener shou]d certa1n1y not dom1nate the meet1ng, yet, at t1mes, he- ‘or shf?'

S ;'must be forcefu] and def1n1te The convener is concerned w1th the team" s T

accomp11sh1ng tasks and is also concerned w1th how the members work. together L

R . N

Cto accomp]ish the tasks. It is the convener s ma1n JOb to steer*the meetang ’

away from task’ 1ssues and on,to 1nterpersona] or soc1a1-emot1ona1 1ssues whenr

f”' . he or- she be]aeves that the 1atter processes are 1nterfer.ng w1th the former,
- ‘ones- .. . o . . . . “ . _ . a v“_ -

e . . : : . IS o L e

‘*f‘-. : o The'convener iS'concErned that all team members participate'in"the v

PR T -
n . d1sduss10n and the dec1s1on maklng The convener. paraphrases.and summar1zes to
1'u=li and consensus dec1s1on mak1ng A]though the convener has a great deal of

potent1a1 1nf1uence on the cohrse the meet1ng takes, he or she- must be open




a1 e

-

touch w1th the emot1ona. tone of the team tr1es to c]ar*fy when he or she a

.’_ suspects that there 1s some confus1on, bhECkS for sathfact1on of members w1th

. _ -

the1r part1c1pat1on and watches to make sure that the meet1ng is progress1ng
accord1ng to-schedule. ilxl ‘::v;”t " _' , ,Rf . ','4 o o
V . " On many educat1ona1 teams, the department head the pr1nc1pa1, or

the head teacher natura]]y perform some of the conven1ng funct1ons We be11eVe,

'rrhowever, that a convener shou]dube appoanted from the membersh1p*tc perfonh‘
, a \

M.-d1scnss1on 1eader funct1ons 0un-exper1ence has - shown ﬁhat an- °fh.ctwe way “h AR

S of shar1ng d1scuss1on 1eader respons1b1]1t1es among the team memberé 1s to rotate

-

fhe ro]e of convener. among them o T A f.- R "
'.mi'_%" « ’Before the meet1ng beg1ns, the member who 1s appo1nted convener

rev1ews the agenda, carr1es the postéd agenda to the meet1ng room,

nd appo1nts ariother team mgmber to take m1nutes. The convener calls the

o -
J

’f meet1ng to -order;, - 1eads the team to estab]1sh pr1or1t1es 1n the agenda, keeps

‘ the team on tasLs mon1tors 1ts t1me agreements for each 1tem, and rema1ns -

- attuned:to"feelings of confus1on, attempt1nguto-c1ar1fy matters by paraphras1hg

ana summar1z1hg At the end of each 1tem, the conVener checks co be sure that
everyone who wanted to contr1bute to the d1scuss1on had a chance to do so and

makes’ sure that someone on the team summarizes to.make sure the secretary has

- 3

prepared accurate m1nutes 0n a, p1anned bas1s, the convener condUcts a "process

debr1ef1ng“ ’descr1bed be]ow), checks with the secretary to see that he’ or ‘she

J

is clear about the m1nutes, and. transfer left-gver agenda to'the.agenda sheets

’ for the next meeting. - "

-

4:_? S A primary key to effectiVe'meetings=is the ease with'which the, team | o

E memu rs free]y contr1bute to the~prob1em soIV1ng and dec.s1on mak1ng Free

and forthr1ght part1c1pat1on requ1res a c11mate of trust and openness on the

-y '2:

to op1n1ons nnd V1ews wh1ch are d1fferent The convener str1ves to keep in Lo



 302-
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)

team, 1n wh1ch al] team«members can fee] that the1r oplnlons and percept1cns

~

-

.are worthwh1]e and Va1ued by the other team members l There are severa] pro- ,i
cedures’that can be usefu] for encourag1ng part1c1pat1on A]ong w1th the

commun1cat1on sk111s descr1bed pre41ous1y the fo]]ow1ng act1V1t1es can be tr1ed

‘e

to encourage w1de partic1pat1on on the: team.,v

T .0

g (1) The chance to 11sten. This procedure ensures that commun1cat1o
) 11 . _

- e

.'wi]1 be ‘understood. Durfng critica] per1ods of the meet1ng or at t1meS‘when

there seems to be some m1sunderstand1ng, the mémbers of the team are asked to-"

paraphrase_the_person_who_aust f1n1shed speak1nq4before they are: a]]owed to: .

"state their own V1ew Moreover before any dec1s1on 1s reached. severa] team .

members shou]d paraphrase the proposa] “that the group 1s dec1d1ng upon _;;

>

(2) Time tokens. Th1s procedure can be used to even out team part1
— . '3

1bute at a]] The same number of tokens are d1str1buted to each team

cipat1 1n 1nstances where some team members dom1nate wh1]e most others bare]y

~~—

member Each token is redeemab]e for a spec1f1c amount of d1scuss1on t1me, say

- 30 seconds ~ Every time team members part1c1pate 1n the d1scuss1on, they use’

up some of their tokens Nhen members run dut of tokene they can’ say noth1ng

-

un]ess other team members are W11]1ng to g1ve them some of the1r t\kens Th1s :

B _\..

a]]ows the team to decide to give an except1ona] contr1butor a greater share

of' the "a1r_t1me."i'

(3) Buzz groups. Th1s procedure a]]ows smalJer groups of team .

members to'discuss an issue ‘The meet1ng is 1nterrupted br1ef1y, and members |

an -

: form e1ther tr1ads or quadrads and exchange views. Th1s is part1cu]ar1y

usefu] 1f some team members hold a m1nor1ty V1ew that they are hes1tant to br1ng

-

outhnfthe ]arger group, or in the presence of . the team ]eader or pr1nc1pa1
ot

- At the end of the d1scuss1on, reportensfrom each sma]] group are asked to sum--.

»

marizé the views that were expressed in the1r group.. X

e . . : i -
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R R A R N

R Gu1d1ng the debr1ef1ng ¢ 1he convener shoqu ‘be watch1ng what 1s

“"Jhappen1ng both w1th regard LO work and to the soc1a] emot1ona1 processes dur1ng

meet1ngs Itidis. 1mportant for the convener to take "process checks" whenever

they seem appropr1ate, espec1a11y regardhng sat1sfact1on of group members w.th

the1r part1c1pat1on and ‘the dec1s1on—mak1ng that is. benng done Dur1ng e1ther .
thefm1dd]e part of: the meet1ng or the last 10 m1nutes of the meet1ng (or both)

the tean shou]d d1scuss answers to the fo]]ow1ng sorts of questvons D1d we
accomp]1sh ‘our goaTs for the meet1ng? Did, e use our reso"rces and 1nd1V1dua1 ﬁiqf%

strengths effect1ye1y? Or, d1d we avo1d p1tfa1]s such as wast1ng t1me?, ét

©

- as. a "debr1ef1ng " .. -ﬂ o { Cr : g ’LQ- o

b- in-mind in re]at1on to these team processes and debr1ef1ng. : -f'": o

-‘u'~

Wh11e the team is try1ng to answer’ “such- quesfions we descr1be the discuss1ons o

T e

The convener w111 f1nd it usefu] tu have some group—process concepts

1n m1nd to gu1de debr1ef1ngs An 1mportant aspect of team process is- the i

°

W1th wh1ch the funct1ons and ro]es that we described before as- work and soc1a1-

emotiona] a]] f1t together as- the team progresses dur1ng its meet1ng The . Ail

tota] team process cons1sts of a gestalt that encompasses both work and soc1a]

»

5“._ emot1ona] functqons and 1n some way al]ows for and copas w1th 1nd1v1dda1 difrf—*”*‘f—

......

ferences of the team members.‘ In this sense.\the team’s pracess cons1sts of a,

ba]ancv among a]] these funct1ons vary1ng w1th the needs of team at- any g1ven _ t;-*

t1me and the demands 1mposed by the externa] and internau pressures on the - _ n”;

R

-team There are severa] quest.u.s that tan-be he1pfu1 for the convener to keep_

T (1) What is the pace- of the team? Are. we SlOW]ﬂQ down ' '

or moving ahead? Do we feet sat1sf1ed with the ground

. : . ' - Y

T e are covering?fjf*'f".f;ﬁ s




e

(2) Are we expre551ng our d1ssat1sfact1ons d1rect1y7

Do. team members have uncomfortabﬂe feellngs about

/

S
pressed’ o -

- ' N [

the Way we are. do1ng th1n ? Are_they belng ex-

.. ','Jé'f' f:, (3) Nhat does our part1c1pat1on 1ook 11ke? Nho 1s
. . n u .
¢ part1c1p t1ng and who is not part1c1pat1ng? Nhereo

. do the team members who are part1c1pat1ng 1east

_;y;,u“_ e stand on the 1ssues7 Are we hearlng everyone s

v1ews7'4..~"

;ET?'” o '14) Are we. he]plng each other (c]ar1fv1ng, support1ng,’~'n

g1v1ng 1nformatton, paraphraslng, summarlzlng, en-'“

courag1ng, etc ) or are we argu1ng each other denZ

Are we 11sten1ng to each other? ?_ ZAJ . h"»'
e - .

» ,(5) Are we. engag1ng’1n any’. self—or1ented behaV1ors 11ke

p]opp1ng, sandbagglng, work1ng h1dden agendas, etc ?

LQ;—Q—L-—~»~4 : Ln add1t10n to key»concepts forndebrlef1ng,.~he convenernshould a]so,,
i{,- have & reperto1re of quest1onna1re 1tems that can be emp]oyedcto fac111tate de- ’
f;‘ br1ef’ng The fo]]ow1ng k1nds of quest1onna1res can be useful o
' (]) The Short Survgx, The fo]]ow1ng few 1tems can be- used for
1aunch1ng debrlefing discussions: ‘__f- . hge oot ‘ h
" Others pay-attention: to A‘; A o .: Others.tend to -
' what I have t6 say =/ N A A A A ignorefwhat 1 sayu
. ‘Team members aré at.. - - - " . Team members are wor,h
'f;j** odds w1th one another B [ = «f . [ /' ing together unte we
) 7 have papt?Cipated. ' : ,'f, -‘_' o
ToftemTT T /7 / AR AR A




‘ffl'_ . Members are encouradgd to give behav1or descr1pt1ons and the1r own

~fee11ngs in re]at1on to each of tfese 1tems. .
1

(2) Group Clnmate Tﬁe fo]1OW1ng quest1ons adapted from Bradford
:Stock, and Horev1tz (.961) can be used for report1ng team members reactlons ’

7to meetings. Each team member is askcd to comp]cte the sca1es and a genera]

fp1cture can be ca]cu1a+ed for the team as a who]e

What was the genera] atmosphere in the group? Check a
p]ace pnoeath scale. o .

sas o, Formal : : i i : Informal e e
L~ . .'. i - ’ 4 s . . . s - . ,4 3 ) T .
S .. Competitiver . : T F 0 it i Cooperative A

V-EMSHJe‘d’:::, P R fftsnmﬁfﬁve,p’?\

e : IS Co s N
: " Controlled. : L :© - 1 Permissive-

ir’ -

A

. Wafm o k ‘-.: s . :- _ F : CoLd' ;‘ R -, '

"~ - What was the qua11ty of: the work accomp11shed7 “Check a =+ .\,
- place on each scale. R o S s

rQuality, of -

. . 5 Prodt ct1on High ... : : ts we ilew P L
o. R Sat1sfact10n o o L oo 4 o | ;

. ’ ‘of Group Mem- = = . Dl O - A Sl
" ‘bers: .. High - "« - o . — Low "~ :

Goals of ' S : , .
, _'Group° _ Clear . @ - ¢ -t "1t : 4 Vague.
e e a ' ' :
' Coord1nat1on of S SR e s
Group's . ‘ ' e e o oot
Efforts: - C]early e e Vague]y or Sk
. : Or'gamzed : . oo - : poor]y orgarn zed . - '

L. . - -

“ Methods, Pro- - - 4
~cedural 7 e - o
(/rlRu]esz - F]exib]e': M K s N coe . . '._' . In.f]ex‘ib]e

. ' - . ) é ' T R .. .
“ (3) A Check on Part1c1pation.f“The fo]]ownng sca1es are. helpfu] 1n

. "wr ,
generag;ng 1nfofmat1on about the frequencyéhnd qua11ty of part1c1pat1on in. the (_
' -4; o S o,

g T T
. . S " e ; L IR R o '

;meet1ng.
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e éA) How. did ydu Feel about your participation during a
P “this meeting7 -(Check a p]ace)v" A . e

- Very : f:Quite _Some What Some‘what_' ' QUite Very . o
Satisfied Satisfied 3~Satisfied : Dissatisfied Dissatisfied Dissatisfied

t

(B) Check a p]ace on each sca]e that shows how you think S
others participated ) T

4 : . -

A1 people T 'Oniyia'few'
talked S S R S t~< ta]ked

e

A11 members SR f,. o . Members e L
involved RS AR S .t apathetic o ol
_ (C) Check the p]ace on each scale that shows how~youithink . "f
o ' participation was received by the gr0up S -
Ce Other mem- *???' . T T
T - bers really = - - .= L ~ . Other mem-
cohsideredf .- 7. 7 bers ignored " Co
my _in_put R -ﬂ\': _ . Tt Cteel e "mys'jnpuj[?_ . C '. 7
The team . -t The.team S o
KEQ]]y'T-" : T : oo e ,ignored : . w':i
- considered. . : Co ‘ - cother - - . o
C o Y other mem=-- . s ‘ ) . S ~--.6 members' o o L
e bers' input': e .t : :,,input’ LT
(4) Rewards and~costs The fo]]owing two sca]es are usefu] for get—ﬁ:;
ting some quick feedback about the overall va]ue and impact of a particu}ar meet- ;f

. -
. i S ...\-:

- Lo - R .
“ ° . LY

., ing. : :
| (A) HOW VALUABLE FOR- YOU WAS THIS SESSION'7 Was_jt.worth'-7
o the time and effort? Did you receive new information;itfyﬁ-.'i
new understandings, new inSights, or new questions that
you conSider important vaiuab]e, he]pfu]? (Circle one, :

o : number on this scale below.) .

B R he LRt L ORI TR
g | . . T
Extremely ' ;' Very

- . T Moderate]y R Miid]y Almost” Complet
_~' Va]uab1e4.k_¢_ Va]uable . Valuable

_ Va]uable . . Waste of Ti e

_:_A e / 2 . . e . . e
i 115 ~
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(B) AT THE PRESENT TIME HON STRONG "ARE YOUR NEGATIVE

‘ FEELINGS RESERVATIONS OR MISGIVINGS ABOUT OTHER

MEMBERS OF THE GROUB AS A RESULT OF. THIS MEETING?

" In answerlng thlS quest1on, p]ease 1gnore your answer

e

e to the flrst quest1on.' Both ratings cou]d be high, -

“% . both coqu be Tow, or ‘one- coqu be’ h;;h and the other

'_'1 The f1rst questlon refers to the va1ue from
;Q NT; _f‘ - the se551on the’ second asks about" theacosts.. (ClrcTe -
. ”_ ; ) .one number on the scaTe below ) _ o ; cl ]
R S R R R 3 PN 1e 0/
O\\\\*\ExtremeTy | '41 Verxl ﬂ,i' Strong . ‘oderate - . Mild - No. Negat1ve
’ Strong\\;\\ .. Strong' o - . ~”. : - :."UA e Fee]I"QS.

a P

(5) Post-meet1ng react1on sheet - This sheet was’ adopted from -

Rose11e Howard an organlzat1ona1 development consuTtant w1th Smlth Murray, g

and Howard Ine. ..j5. T c ;‘_U 5\\7\‘\\;I\\\¥_ | . ‘TOQ
™. Please mark an X before each item 1in the box that best Shows— . —

: ' - -your react1on to this’ meet1n S R - oL N
TR - 9: R ,r(:;;’ L T
= AGREEMENT  DESAGREEMENT S ~ R

. . Strong  Mild Miid - Strong. . . - -
L - YES ~yes ' 00 ~NO- - g X

() | ( ) (‘)'xA', () A TheuresuTts ot,this meeting
. | | :weﬁéfWorth theftime; L .
‘_([):. B. I was g1ven adequate oppor-'
L :tun1ty to state. my he11efs .
about - subJects d]SCUSSEd by ji_. :

. .the group.: . can
) C. Our meeting'waS.efficignt. '

SR




CAGREEMENT - DISSAGREEMENT . .

. strong  Mild  Mild j_strqu S
1ﬁ.¢$ff JES ,__yesj__' no NO S

——— . __~(__ . e e a

S0y - (0) ( ) - < D, Iam. sat1sf1ed wlth the at-

'.tent1on:and consTderat1on

R
LY

that chers gave to my 1deasl

.ﬂ..‘ .. '..; ' \ . * .. ] and Op'ln'IOnS.( (-

B0 R . . = = ._iﬂa - ﬁ_ B
Sy () () - () - E. We wasted too much time in
- . w7 < this meeting,T "
;:;Qi._:;;_t,:...: {) f!) ( ) {3 F Thp»nrnnn pffnrtivﬂv used:

- : ﬂ.-,l R : R "";3f my know]edge of the subJects

T

' e .b‘ d1scussed o
: )T ()« () ) - .Thefmost fmportant topics -

e o - ..+ -were never discussed.

B - e L R, L Fe . SR S
o et )y Y s ) )T R had adequate oppontun1ty
A ST L

',' R S ?"_ and dec1s1ons._-
e - g .

S S . . o

t’ h

B Y " ’ / .
" Per1od c major debr1ef1ng . For an educat1onal team to r=ma1n
‘"\ ,.\ o ¥

strong and v1ab1e, 1t shou]d retreat per1od1ca]1y from the da11y”work to

- W

Jected on forms such as those presented,above-can be fed

?

.-_]ook at hgu\u:]1.1t is doing. These maJor debr1ef1ngs~can be tvmes at
wh1ch data co

'back and d1scusse _ Team members can use these per1od1c opportun1t1es to

e
, -

to soc1a]1ze 1nforma11y w1th one another, and to

‘ renew trust and opennes

.'al commitments that team members ho]d for one

_reestab]1sh ‘the sociai-emoti
it . m .
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,/f’f/(//;"' -"_~;:_ SRS Annotated Bxb11ography T

(Chapter 5)

o,

Johnson, D w"-and Fx P —dohnson —Joan1ng Together ~Group—lheory_and Group

o ; SR Sk1]1s. Eng]ewood C11ffs, New Jersey: Prent1ce Ha]] Inc., 1975..

\\‘ ’

R _p_.-—- _:Jb' o ' .This book presents in depth theory and techno]ogy for .

- S group 1eadersh1p It a]so conta1ns sect1ons oh dec1s1on mak1ng, =;;iﬁ

K./ s
group goals, c0mmun1cat1bn, conf11ct cohes1on, norms, power,,v- e

prob]em so]v1ng, and team bu1]d1ng

e e e T . : . .
\ Ce e Rl : : , T

.Jung,‘%,, R: howard‘ R Emory, and~R"Pino. Interpersonal Commun1cat1ons

\\"

'3jfi¢ I Leadér's Manual and Part1c1pant Materials" (*wo vo]umes) Port]and

-_,Qregon\ Northwest Reg1ona] EdUcat1ona1 Laboratory, ]971

!

> o Iit-vu' Th1s is a comprehensave package’ des1gned to train groups'f”
'1y~of educators 1h commun1cat1on, 1nterpersona] and group process
’ sk111s The package cons1st§ of a step by- step program” wh1ch 1n-

e c]udes the use of f11ms ﬁ : ' ; N :‘dfg'-:.
S i S ) [ R, '

N.

;: Pfeiffer, J W: and J . Jones A Handbook of Structured Exper1ences For

B . ‘g 'Human Re]at1ons Tra1n1ng °Iowa C1ty Un1vers1ty Associates Press,

Con -7 1969- 74 four voTumes R , o '.. .

i3

e ST Ty Ly

. b
o - A co]]ect1on of exerc1ses, procedures, e*c for use in

ff various phases of work: W1th groups and for var1ous purposes- Most

de$cr1be goals (poss1b1e purposes for use) group slze, t1me re-

N

qu1red materlals needed phys1ca1 sett1ng, process, and var1at1ons ;f

o= G o . : o
LAL . . . o ' \\
. . \

~-An occas1ona1 ser1es L T e N

- o ‘ .
. . . R

.

<

Lot . ¢ ; . . . ' " P . N
, _ o L : : N i

Schmuck R A DeVeloping'Collaborative Decision Making The Importance of

ff*,-f' __..;- Trust1ng, Strong, and Sk1]]fu1 Leaders Educat1qna] Techno]ogy

Y , ~ :‘.)A

T a N .
’ K . ¢
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Adm1n1strators at the top of a schoo] d1str1ct s h1er— '
'.’ archy often are con51dered to be tme pr1mary w1e]ders of power,, S .~"_n&

~ﬁn; W1th teachers and students possess1ng decrea51ng amounts of power
_—ﬁ___—___to determlne what- takes p]ace in the1r schpo]s But many d1str1cts )

ex1st for wh1ch th]S p1cture 1s overs1mp11f1ed In part1cu1ar,< h
: there are some d1str1cts~an thch much of the power thought to. be ,4hf;-:"
,xtrad1t1ona]1y he]d by the central ofﬁ1ce adm1n1strators is shared e
.lw1th pr1nc1pa]s, teachers, and students A1though teamwork ..' _.3k'j;*f
-not deve]op eas11y, schoo] d1str1ct‘groups5 bu1]d1ng facu1t1es, 4
. and c]assroom groups can- be tra1ned to make co]]aboratfve dec1slons o R
i4iv' L 't;eff1c1ent]y, w1thout the necess1ty for external.pressure or sur— o

: /- Ve1]1ance ’ '. LT ’ R L Ve 1v‘g )

o . ’ ) ] : R o )

.'- o

a Schmuck R A and J E. Ne]son The pr1nc1pa] as convener of organ1zat1ona] ‘”j."ﬁ'

L.]

”:A?f," t:.,change Research Rgports 1n Educat1ona]«Adm1n1strat1on Vo] é,:

'_ No. 2, Bureau of Educat1ona1 Reseanch Un1vers1ty of, Co]orado,\ - o

- . S

R Bou]der;.]970 EXcerpted in Samuel Christie and others _“1151 s e
e Prdb]em Solving School: Gu1de]1nes for Collaborative and Systema— s

t1c Prob]em So1V1ng, Deve]opment__eam Handbook Daytdn 0h1o
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e A The authors propbse ‘that a pr1nc1pa1, 1nstead of mak1ng

,;aﬂ;'; . a]] dec1s1ons h1mse1f, shou]d convene facu]ty, staff and student

. . | groups to he]p b ring conf11ct into the 6pen and to work on organ1-'

ozat1ona1 probfems:;ystemat1ca]]y ThlS "team ]eader" ro]e assumes
that team mem?ers are 1nte4]1gent competent and want tolperform - (.{-

we]], and that an- open organ1zat10na1 c11mate with h1gh trust and

”ff_T_EEEF?t faf1]1tates group ‘problem- so]v1ng procedures .1 . : .;:.
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Sthmuck R A and -P. J Runke]

Improv1ng staff meetlﬂgs A cassette
tape, order number A 200, lssued by the<Un1veralty Counc11 for

EdUCntIOHB] Adm1n1stratlon, avallable from UCEA Attn B Flnkel—

man, 29 west woodiuff, Co]umbus, 0h1o, 43210, 1972
A few ba51c 1deas for the pr1nc1pa1 or other school
1eader on conduct1ng meetlngs. . I -
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. ,.{“T; {" Us1ng 0uts1de Consu]tants for Team Bu11d1ng A

<’ X . . - ‘ . coa
.. - . A . ..

WH11e the team members themse]ves can use many product1ve methods

to ach1eve team effect1veness, there are occas19ns when 1nv1t1ng outstde\'~

7 n N

consu]tants to part1c1pate in tean meet1ngs can be usefu], even necessary,

for team bu11d1ng For‘example, we a]ready have po1nted to the 1mportance

.n‘p of debr1ef1ng for team effect1veness.. But debr1ef1ng for on]y a few'mﬂnuteg'“"

:

. N LN £ \

at team meet1ngs is. not cnough to assure cont1nua] team effect1venessc,'
\ N N .

Per1od1c ma1or debr1ef1ngwsess1ons - 1n the form of @ one- tWQ*3 or- trree-

(R

day retreat 1n a. sett1ng away from the work-a day env1ronment <= shou]d a]so;f;. .
#r*occur. The va]ue of these more substant1a1 sess1ons can be great]y 1ncreased
~w1th the a1d of an outs1de consu1tant, 1f the appropr1ate ;onsu]tant 1E -
chosen: ahd used in a. way that is congruent w1th tha needs of the team.-~}

23?dt= g L'~ There are severa] d1fferent types of team bu11d1ng exper1ences

-_and some may be appropr1ate for a part1cu]ar educat1ona1 team wh1]e others

i .u"

?may not : In th1s chapter, we.d1scuss the sorts of 1ssues team members

"-g'shou1d cons1der when ca111ng on the serv1ces of an outs1de consu]tant ;”' e

-3 . s . ; -3
LN -~ " A ] R

nwhy call Upon 0uts1de Consu]tants7 'j_c:;; ‘ ,,,_~' : ;;”4,;.&f.‘ﬂ ﬁ%a

B “-.. - .
4

='~ -

Sy
0uts1de consu]tants can bring severa] benef1ts to the educat1ona1

s %2

'”te&m. F1rst and foremost they #ring- w1th them a fresh v1ew of th1ngs.._U n-.

53\\ 11ke team members, they are not part of the forma] structure of the team o

v1s1on of the way th1ngs cou]d be, are not 11m1ted 1n ways that

o . . o




_.T-"'team hembers V1ews get to bg after worklng together over a perlod of - 4

;},7 ‘ 'i); tTmet They have the advantage of be1ng object1ve s1nce they have 11tt1e,‘i -W
1f any, 1nvestm,.nt w the ﬁutcome of dec1swns that affect team members -

L Furthermore, us1ng outs1de consultants can. free the convener and otheg/ffiu;;;
gfi,bwrfp team members from the responS1b111ty of 1ead1ng the dIscus51on. a]]ow1ng )
= 'ff7f» them to concentrate attent1on more f le on’ the team-bu11d1ng experience. *‘_h
N 5“4'- F1na11y, astute outs1ders can br1ng w1th them a wealth of expert1se, know;“ _
f-;‘;'f..- Tedge and’ exper1ence about team processes, 1nterpersona1 cbmmun1catlons, and 3
in part1cu]ar methods of prob]em sQ\v1ng -and dec1s1on mak1ng They can .
°act as teachers, educat1ng team members in more effect1ve group procedures.

.'3 . o O b .
e There are -a var1ety of.reasons for am educat1ona1 teqm to caﬁ]

-

"_4' e"', upon the serVﬁces of an: outs1de consu]tant The most straight forwar -

e

e need for an outs1de cogau]tant arises. from the desire of team members to_7

1mprOVe the1r sk111s 1n a‘part1CE1ar area of team funct1on1ng Team mem-

'(1,f} 4 bers may deslre, for examp]e, to 1mprove the1r sKﬁ]]s of commun1cat1ng,

»ijjii goaT sett1ng, prob]em soTV1ng, dec1s1on mak1ng, conven1nc :or debr1effng\\~c

; Y . -

In such cases, the team may engagé outs1de consu]tants o proV1de tra1n1ng '
W“-m;w:‘

Tn these areas we refer to th1s type of”team bu11d1ng as "tra1n1ng," and

! \,r.

w111 descr1be 1t in more deta11 when we d1scu$s the var1ous types of | f;
. _ [ (

-

consu]tatlve des1gns be]ow, o _
_ Besides - coord1nat1ng,Ihadfra1n1ng of a team in BaS1c sk111s, out-
s1de consu]tants can ‘be per1od1ca11y3ca11ed in for a team "tune up " As

- .
:

w1th automob11es, these perlod1c retreats serve a prevent1ve funct1on by _
prov1d1ng an opportunlty for review and se]f—renewa] anong team members
At these retreats, the consu]tants can use many methods to he]p team members‘,h”

fbcus on the1r group processes, 1dentffy "proh]em" areas, and introduce

strateg1es for soTv1ng them. This type of" teamfbu11d1ngvexper1ence JS
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part1cu1ar1y 1mportant in the ear]y stages of the life of a team, or. when

i

new members jo1n the team. At these Juncture po1nts in team development N 'g_;,;'
o 1ssues of author1ty, respons1b111ty, ro]e c1ar1ty and goa] c]ar1ty tend -
”';to be sa11ent, as are the ba51c 1ssues of - hterpersona1 commun1cat1on and

"presence or. absence of trUSt and openness. Educat1ona1 teams typ\ca]]y

f1nd 1t usefu] to. schedu1e team bu1lu1ng retreats at the start of the .

.‘S°h°°] year a]1""""‘9 for team Ve‘"tegratlon, plann1ng, the 1ncorpd¥at1on“."“

"'j»of 1nd1v1dua1 meﬁbers goa]s 1nto team goa1s, and the renewa] and renego—

.;:' t1at1on of comm1tments and group agreements. - A ' R
In add1t1on to the per1od1c team "tune ~up," thefe are ‘various °

,'f.icond1t1ons that may deVelop w1th1h the' team that.,call For the he]p of an
.;?<‘outs1der One of these is the ex1stence of pro]onged 1nterpersona1 conf]tct
"~_;as, for examp]e when there are overt. c]ashes,ln wh1ch team members act |

. angr11y and host1ky w1th one another or in the sp]1ttfng of the team into S

:*'fact1ons or c11ques that function at odds w1th one another Conf11ct may

1

40

- a]so be present when team members frequent]y act and feel attacked or de- S
' fdns1ve w1th one another Somet1mes conf11ct on educat1ona1 teams resu]ts e

1n the.psycholog1ca] w1thdrﬁwa1 of one o@ more t am members or resu]ts in
yaf \somo team: memBkrs refus1ng to work together or ta]k w1th one another A
team bu1]d*ng retreat 1s certa1n1y appropr1ate when team members are fre— “

~

quently express1ng negat1ve fee11ngs about one another pr1vate]y, and 1n
</subgroups . L '“ F A» - o 33

o Breakdowns in team cohe51veness auso 1nd1cate t1e need for ar

.team-bu11d1ng retreat One 1nd1cator of - a lack of cohes1veness is team

'members fee11ng is]oated from the rest of - the team. Another is when severa]

team membeas are 1eav1ng or attempt1ng to leave the team. The' ex1stence of

f,h he+erogeneous cu]tura] backgrounds among team members may contr1bute to.




a breakdown 1n team cohes1veness, .as Fan the demands of a task- wh1ch r ires

A o f

some members to work separately for 1ong perlods of t1me Excess1re late-

. ness or absence can also be a signal of weakened team cohesiveness; .

). - 'A 1essening of team productivity is,.of codrse, another indicator

that a team- bu11d1ng retreat 1s warranted.’ The 1nab1]1ty of the team to.
'reach dec1s1ons on’ 1mportant issues is one 1mportant indicator of ]oW‘pro-ﬁ.
duct1v1ty Another is the fa11ure of team members to 1mp1ement decfs1ons
7oncerthey are made The genera] sense among the members that very 11tb1e T

seems to get accomp11shed when the ‘tdam meets or a fee11ng among team

EL

' members that they are bP]ﬂg overwhe]med by one cr1ses after another are

o

other s1gna1s that a team- bu11d1ng retreat 1s ov=rdue

: Team ro]es, part1cu1ar1y 1eodersh1p ro]es, can be'an ared that

_warrants the attent1on of an outs1de consu]tant D1ff1cu1t1es W1th ro]es

-

~are shown when memberstfee1 unclear about the1r own,or ‘other' svroles.

.'sty]e c]ashes w1th the expectat1ons of the team S membersh1p It'1s not

v

&

Sometimes, while roles may be clear enough, some, team members may be unsatis--

fied with them-and may'want to negotiate-new'ro1es‘in"the team At t1mes, Ly

. . . @«
team members ro1e§ can be des1gned in ways thet 1nterfere w1th the work of
'other team members This is: often exper1enced as "peop]e gett1ng in"one.

;.  another's way.' Leadersh1p poses ‘more spec1a11zed role problems, because thefj

.

convener 'S behaV1ors tend to be more 1mportant to most team members than

any other s1ngle member s behaV1or There may be prob]ems if. the conveher s
uncommon for. team members to feel a 1ack of suff1c1ent feedback from the
teami1eader, or, perhaps,dthat the 1eader>does.not representvthem.well.when
performing his or her "linking" role. Taking on team'}eadership.by'a new

indeidualnmay creave some difficulty for the team and, the new leader as-

K'we11ﬂ
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team members may tend to create art1ﬁ|c1a1 subgroups and may tend to strengthen

e €

. fee11ngs of 1So1at1on among .some members In addf‘ifn, it somet1mes is bene- '

&
f1c1a1 to include peop]e other .than the team members dur1ng at least part of -

I the retreat$ espec1a11y if they are h1gh1y 1nterdependent w1th the team.

—
\

—t= or- nr“the(:are“%ﬂke}y—to be-stroﬂgly affected by act1ons dec1ded upon~w~j+ef4¥f4-

. during the retreat‘ A3 such, it may be- usefu] at t1mes to 1nc1ude the B

B pr1nc1pa1 or. other adm1n1stratorsnor spec1a11zed resource teachers and S

v ’\,,

e

d1rect1y part of the team L ", b T o l"a “' o
Another 1mportant 1ssue that ar1ses at this. t1me 1s the se]ect1on .

of appropr1ate and competent consu]tants Th1s 1s an 1mportant cons1dera-f/';

-

. st1on B'cause«there are a plethora of 1nd1V1dua1s nowadays ca111ng themse]ves o

crgan1zat1ona1 or group consu]tants whose competence may be quest1onab1er X
Thus, 1t 1s def1cu1t to ensure the qua11ty of a part1cu1ar consuItant s
by .
T competence S IE ever “the phrase "1et the buyer beware" were appropr1ate,

?1t 1s certa1n1y true in th1s 1nstance The safest approach is to engage“f '

-‘consu]tants, known to some team members as effect1Ve I th1s is not
5:“'- poss1b1e -and th: team is cons1der1ng engag1ng consuItants about whom they
‘have no 1nformat1‘n, do not hes1tate to request references of persons with
.whom ‘the consulta ts have worked and to fo]]ow-up with an ]nqu1ry about . 3
" the consu]tant s ffect1veness ' £

Aspects of consu] at1vé des1gns

wh11e S vera] d1fferent types of bas1c consu]tat1Ve des1gns are
’ 'ava11ab1e to ‘educ t1ona] teams, there are certa1n features that are comnon
to a]] team bu11d1’g”efforts Typ1ca11y. the team- bu11d1ng consu]tat1on |
beg1ns w1th a d1ag ost1c\per1od dur1ng which’ the consu]tants gather 1nforma-a'

< t1qp about "the tea Pnab11ng them to put together an appropr1ate des1gn
T 127
b i :

L1




the attention of outside consu]tation at .a team bu1]d1ng retreat By * no . -

1Y

. means do they const1tute an exhaust1ve 11st They do, however, represent

.fr,f’;some very 1mportant types of- “pafn" exper1enced by educat1ona] teams thqt o
“haVe motTVated them to seek outside he]p I

‘.Infttating the ‘tean- bu11d1ng retreat. .

.

5,5} ?_'f:‘v~1 The suggest1on to 1n1t1ate a team bu1]d1ng retreat may come from |
‘3the team's convener or any other team member who perce1ves the need fAt -

,t1mes the suggest1on may come from an outs1de source such as the schoo] s

b

‘~~Hpr1nc1pa1, a centra] off1ce d1str1ct adm1n1strator or a member of the

fi'schoo1 board In any case, the suggest1on shou]d be brought before the o e

S " ks

: :team for d1scuss1on prior +o any’ act1on taken by 1nd1V1dua1 members to y

'Zn,1n1t1ate the retreat "The- most successfu] team-bu11d1ng retreats are those

e
v

.}"twhich enJoy the supportrand enthus1asm of all the members of - the team
., A d1scussion about a poss1b1e team bu11d1ng retreat shou]d 1nc1ude :
5;fmj_ghar1ng perCeptions among team members about the. need for a team bu1]d1ng
: 'fexperience, and what each of the members hopes to ga1n from a retreat _It
3?,;g;may be helpful as wel] if team members share some of the1r concerns, reser---i»;f?is
;fi;f;vat1ons, and- anx1et1es about a team-bu1]d1ng retreat and are c]ear about -
K what thcy do not want to happen there Such a d1scuss1on shou]d he]p team :.,:
:.members to art1cu]ate mutua]]y agreed updn goa]s for a retreat, goa]s with

oG

3"wh1éﬁ’a]’ are re]at1ve1y comfortab]e

t

One 1ssue ‘that tends to arise dur1ng the ear]y stages of - dec1d1ng
- on a team bu1]d1ng retreat 1s who shou]d be 1nc]uded In‘our exper1ence,
'the most successfu] retreats are. those wh1ch 1nclude the entire educat1ona1

.'team, 1nc1ud1ng the secretar1a] and support staff - Excluding any of the

R Y
> . R : R 4

// o : - - o
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“for a retreat or for working with the team in its actual Qork-sett1ng *It‘.

s 1mp0rtant to bear 1n mind that during this d1agnost1c per1od team members

o 'aTso have the opportunity to. f1nd out about‘the consu]tants We h1gh1y

'"5,3_fnv01v1nq the team members and the outs1de consu1tant At th1s meeting,

‘“. recommend that team members use the d1agnost1c per1od to exercise cr1t1ca1
{_.judgment in dec1d1ng whcther a part1cu1ar consultant or ‘team of ConsuTtants o
flare appropr1ate for the team s, needs -

The 1n1t?a1 stages of d1agnos1s usua]]y beg1n w1th a meet1ng

*f,the team members have the opportunity to share the1r op1n$ons and percep-

-v't1ons about the need for a team- bu11d1ng retreat "as we]] as the1r hopes

\

'fand expectatﬁons for the eVentuaT outcomes‘of the consuTtant s efforts

L Team members quest1on the consu]tants about the1r ph1Tosophy and methods

TN This 1n1t1a1 meet1ng shou1d resu]t in an dra] contract between the team

v-,fdfagnos1s : _n’x,_,

-and the consu]tants about the goaTS ‘and procedures of the ent1re team-

fTbu11d1ng design and an agreement to aTTow the consu]tant to engage 1n further

Thaive are severa] methods that the consu]tant m1ght emp]oy in

d1agnos1ng the teah s group processes A costTy, but‘thorough method is thatp

of : 1nterv1ew1ng each of the team’members 1nd1v1dua11y Somet1mes, a suff1-7”
'c1ent d1agnos1s might be obta1ned by 1nterV1ew1ng severa] key members, or ;_@,h"
by 1nterv1ew1ng team members togetner 1n a group. A Tess cost]y method for )
gather1ng spec1f1c 1nformat1on is the use of quest1onna1res or 1nstruments

's1m11ar to those presented oft meet1ng effect1veness in Chapter 6 ‘A numbep

fo such 1nstruments are presented 1n Diagnos1ng Professrona] C|1mates in S

_ Schoo]s by Fox et al. (see annotated reference at end of this chapter)

.

J There are a1so Tess formal methods of d1agnos1s that may be -used by the

consultants. These include ask1ng team members to draw or construct abstract -




representat1ons of team functlon1ng or even physica] soc1ograms of the m'

team structure using the team members themSelves. .o - o
A Fo]]ow1ng the d1agnostnc phase; the . consu]tants will use the
A‘1nformatmon they gathered to deslgn a team-bui]ding retreat The ‘rétreat
_1tse1f will most 11ke1y be d1rected toward 1mprov1ng°the work and soc1a1- fr
.emot1ona1 processés d1scussed in Chapter 3.  As such ‘the team bu11d1ng

‘fact1v1t1es may “focus- on such work issues as team goa]s, members ro]es and

: .respons1b111t1es, methods for prob én- soIV1ng and dec1s1on making, and some :

vof the techn1ques be1ng used to,run team meet1ngs. 0n the, soc1a1-emot1ona1

4

: side, the focus of a retreat ‘could be on reso]v1ng 1nterpersona1 conf11cts,,,

.43‘

& «

1ncreased sense of team purpose and cohes1veness Wh1]e most team bu11d1ng

' 1ncreas1ng the amounts of trust and openness on- the team, or on bu11ding an»~"

"Vretreats w11] 1nc1ude aspects of both work and soc1a1—emot1ona1 processes, a‘f

'they w111 a]so tend to emphas1ze one oVer the other Team members shou]d

- [

Wh11e team bu1]d1ng retreats tend to d1ffer W1th respect to type .

o ‘}hand focus, they ai] eventua]]y Tead to some rea11<t1c prob]em so]v1ng on

_the part of team members. Here the consu]tants he]p team members to 1dent1fy

| spec1f1c h1gh pr1or1ty prob]ems, generate so]ut1ons 1n the form of plans for \

act1on make dec1s1ons on a part1cu1ar course 'of act1on, 1mp1ement those

' decis1ons, and estab]1sh a process whereby the team can mon1tor its. progress,

zAtoward 1ts goals Typ1ca]1y, much of this prob]em so]v1ng is carr1ed out

-after the retreat in the context of the work -a- day wor]d of the. team

Types of team—bu1]d1ng des;gns

(3

We have found it usefu] 1n our consu]tat1on w1th educat1ona1 teams

o to conceptua11ze fotr d1fferent types of team-bu11d1ng des1gns, A(T) tra1n- ‘\

1ng,‘(2) process observat1on and feedback (wl.datapfeedback, and (4)

s

cade

~

F

“'.w take an act1ve roJe 1n determ1n1ng where they want that emphas1s to be A'tjd
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c0nfrontation. Nhi]e"most'team buiiding retreats tend‘to combtne various g
. ..' aspects of each of these four types, any . particular retreat will genera]]y
."_ emphas1ze one or another of them.-as each ‘tends to respond to somewhat§d1f-t
ferent ‘team c1rcumstances | e - :

ra1n1ng Effectlve team function1ng is based on a variety of

1nterpersona1 sk1]]s that are- fac111tat1ve of the team S. work and soc1a1--‘
emotiona] processes Such Skills 1nc1ude the team's ab111ty to commun1cate '
c]ear]y, to observe the group processes, to conduct effect1ve meet1ngs,

i R}

" to engage in eo]]aborat1ve prob]em so]v1ng and dec1s1qn mak1ng, to estab11sh

alg - .

and c]arify goa]s. and to manage team conf11ct Tra1n1ng experiences can-
be des1gned to teach these sk111s to the team as. a who]e and he]p ‘team |
"f members apply them in the1r work They are’ genera]]y character1zed by
l, four bas1c e]ements educat1on, sk1]| 1earn1ng, eierc1ses, and procedureg

N
Educat1on refers to the presentat1on of conceptua] mater1a1s

to team members to 1mprove their ab111ty to understand how' groups and organi- . .. 2

| zations funct1on.~ The consu]tant will he]p team/members deve]op a conceptua13.‘
map of hea]thy and effect1ve team fumct1on1ng and will prOV1de the conceptua]
too]s to enab]e team members ta take a cr1t1ca1 }ook at their own team |

Depending upon the team’ s dlrcumstances, such donceptua]‘nnter1a1 m1ght

1nc1ude re]evant theor1es of 1nterpersona] refations, concepts from theor1es

of group and 1ntergroup re]at1ons, mode]s 0 1eadersh1p and co]Jaborat1veA

dec1sion mak1ng, or theories of conf11ct

Skilts are. those‘behaviors whileh can improve the competency and'

-effectiveness of +he team as it works.together Genera]]y, these sk11]s

: 1nc1ude anyth1ng from Speak1ng c]ear y to sett1ng pr1or1t1es systemat1ca11y :




",roieAreiation.- Paraphrasing for example, san only” be done An conversation o

. such there are exercises which,51muiate communncation patterns,»deCision"'" ,

v

describing one S .own fee]ing. ski]]s for conducting meetings. “and ski]]s - f\\

'with at 1east one other person and is not a complete act unti] the other

'_ has verified the accuracy of .the paraphrase. The ski]] of a team, consequently.

.it. For this reason, training in group ski]]s is designed as training for - }‘:

r_the team as a who]e.

. which.are designed to bring out processes going on w1th1n the team. “Each-

1

-122-

ski]]s, i Y- paraphrasing, describing behavior, impression checking. and

for co]]ecting data about the team. These skills are put to work in

reciprocal re]ations between persons; individuals. do not make use of these

skills in f501ation " Each skill is actua]]y one person s part of a reciprocal
Bhdd S

is often supri ingiy independent of the. ski]] of the individuais composing 'vJ,

Exercises are structured game-like activ1ties designed for the ;-:5 g
practice of ski]]s, and to increase the awareﬁess of inter persona] and
group processes. Typica]]y, exercises are Simuiated situations and prob]ems ”mp

exercise is. designed to. focus onh a. particular dimenSioh of team life. .As

making, prob]em so]v1ng,and so on.

Each exercise is de51gned to produce a specmfiabie 1earn1ng ex-

. ‘perience. The 1earning that occurs, through exercises is based on the.concep-’f

-tion that'an aWareness-of interpersona1 and groUp processes, and'the'subsequéntﬂ

1ntegration of relevant skills is best faciiitated through a combination of

experiential and ‘cognitive 1earn1ng ‘The exercises allow team members to”

\

' try out and experience new ways of dOing things in a re]atively anx:ety-

_free context unre]ated to the content of the’ day-to-day work of the team

In one exercise, for examp]e tear members are given the opportunity to

observe their decision-making processes without much 1nvestment 1n the

5
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-content of the decision.

i
Uitimateiy. however, the primary aim of the exercises is the

transfer of the learning to the reaT day-to-day work of the team Io

‘accompiish this,,team members mUSt appTy what they haVe observed ‘and dis- .

,,...u.n

'covered in the ‘exercise to their work-a-day functioning ebriefing the

it Jexercise he]ps the team make this ‘transfer. Forﬂowirg the exercise, time :

_fis set aside for team membcrs to examine the consequences of their behavior

™

"and to discuss the,effects and - advantages of one- behavior as opposed to .

L

, another During such a deb?iefing, team members consider how the1r behaviors

f,were s1miiar or dissimiiar to their typica] team behav1or and by asking how

A'frontation, and 1nf1uence. These are descr1bed in detaii in the Handoook of“

.they would. appTy what they haVe Tearned to their actua] back home work as.“

a team. Group processes for which simu]ated exerc1ses haVe been deVeToped

prob]em soTv1ng, conflict reso]ution,.coiiaboration Versus competition con-f

fOrganization DeVeiopment in SchooTs (annotated at the end of this chapter)

A procedure is an’ 1nteroersona1 form fOi communication and work
in a team w1thout any particuiar content 1n 1tse]f Proredures often over-ﬂ

Tap with skiT]s and many. of the skiils mentioned above Gan be des1gnated s

a procedure One examp]e of a procedure 1s voting, another examp]e is a

systematic sequence for solving prob]ems Procedures age 1ntroduced w1th
.

'f’the puspose of moving the team aTong toward 1ts oaT Be1ng~content free,

they ddapt to the content of the team's task and do™pot” 1ntrude upon the

"‘ team s ‘normal work There are procedures for c]arifyiu

communication,

giv1ng and rece1v1ng feedback deC151on making, probTem o) V1ng, conflict

. 'management, roie c]arification, and_other areas of . team 1nter taon. The

prob]em—so]v1ng sequence described in Chapter 5 1s an exampTe of

BN

(9

L inc]ude dec1s1on making, interpersonai trust, giv1ng and receiving feedbaek 7,

oL T

team pro- o
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~cedure. L | |
' | Training experiences are partiéu]arly appropriate for teams whose
f%jfifg ~ members wish to upgrade their ski]i for working together. Often they are S
@“i;y“ used to upgrade spetific team skiiis prior to the introduction of other
: ,types of team: buiiding designs. we'have found the’ other types of. team _
'l building te be most effective when a certain Tevei of skiii aireadv exists‘ o
in the team. They can be usefui too for newly formed teams in pPOVTdTng l
A model for highTy effective functioning right from the start. ' : '1;;

Proress observation and feedback In process observation and'

‘.gfeedback the consuitant focuses en the specific ways in which team members

S

‘.work with one another on the1r actuai tasks ‘At a team-building retreat. s hﬁ
' the team is 1nvited to work on one of its real prob]ems and to act Just as.
| they would back home. The consui tant may a]so sit 1n on a eam me!bing.
and in sone cases wiTT offer ind1viduai consu]tation of-a single team
~member. The Tatter is most often done‘W1th the team Teader 1
l_ | As the consuitants observe the team at work. they are. particularly
concerned with how the team is functioning on: their work and socia]-emotionai
b'3 J ﬂ :processes. Spec1fica11y. they are conCerned WTth communication pa+terns.'v
Q}ia"'[yfgroup norms.nformal and 1nrorma1 roTes, Teadership styTes. dec1s1on-making
“ar nd problem soTving procedures, and how the team handles conflict. They may e
| :simply Just observe these processes or coTTect more formalized‘data on them « iﬁﬁ
:jas team members interact In any case. as the consuTtants observe th1s o ’T
‘:behav1or. they are concerned with the auestion.lfHow 1s th1s behav1or reTated "
to the team's effectiveness and to. the satisfactions of team members?" Later.

Iy

e the consu]tants offer feedback about what they have observed L

g 0ften process observatlon and feedback is, used when team members
are experiencing a part1cu1ar\prob]em For example. Yn a management team.?

s
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the members may: f1nd that "decisions get made but .never seem to get 1mp1e-
medéed.“ The consultants. observing a discussion Teading up to decision ‘

muking. may ‘note that only the superintendent and two or three assistants

actual]y took part in the d1scussion. wh11e others remained‘silent Th

; con5u1tants Jmay begin to specuTate that the conditions of Tow participa- .
| tion fn predecision-making d1scussjons may be re1ated to. the lack of 1mp1e-

. mentation. Perhaps. this Tow participation refTects a lack of commitment

L or. fee11ngs of apathy with regard to the decision. Th1s last specuTation,

of course. is an 1mpression about the attitudes and fee11ngs of ‘the silent

team members’. The consultants w111 check out "these k1nds of - 1mprnssions.

ZIn°dotng'such-check1ng, the consuTtahts m1ght descr1be the'behaviomrthat

thay are observing, and present some data about'their obserVations to the -
team. e. g.. they may report the number of . t1mes ‘that each member spoke
throughout-the d1scussion Somet1mes, the mere description- of the team S

“behavior w111 suffice to open discussion of the, topic and get to the. root

' of the matter At other t1mes, the consu]tants may state the 1mpress1ons

L .

that they are formuTat1ng -about the team. They may-wonder if the Tow part1ii

. c1pation “eﬁyects a Tow sense of comm1.ment to. the dec1s1on and check ‘this 5

s1on ,/” o o

N

out W1th the team members‘. The consuTtants may aTso more act1ve1y 1ntervene

in ways des1gned to 1ncrease the part1c1pat1on of s11ent members, e. g., 1ntro-

dur1ng a surVey in wh1ch aTT members are asked for the1r VTESS'On ‘the dec1-

J"!/T , Our exampTe of the management team that Tacks foTTow through qh
/-

dec1s1ons 111ustrates a key feature of process observat1on and feedback

Spec1fica11y, 1t is ‘moving the team s attention away. from the convon1nggp¥ob1emﬁ

5~- -

and focus1ng in on ‘emexrging prob]ems In-our examp]e the conVen1nﬁ prob]em

~ was “a Tack of 1mp1ementat1on of the team s dec1sions.“ Whth the consu]tants

Y °
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- solving for the team,

_them to.frame.the probiems_in ways ‘that will faCTiitate-prob]em solving: 9h R

: teams eiﬁeriencing conflict between some of the members or when one team_is "

probiem so]v1ng manner.. [he goais of the confrontat.on to clarify the o
: . . .
parameters of the confiict, ciarify 1ts source, ,and beg1n planning. for ways
— @ . .
_ to manage or: reso]ve the differences - o
P :u; SR ,’ = ‘;QQK'_; ‘ﬁ 5
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‘help, & new problem such’ as low participation among team members and lack of .

‘commi tment to the decision, emerges as a focus for the team's attention. By

presenting observations and impressions to the team the consultants transform '

1

~energing probiems into convening ohes and, thus, faci]itate relevant prob]em

ey

Data' feedback. In data feedback, the consultants make direct use

of the'information they obtained during their diagnosis. Generally, after o
coi]ecting diagnostic data,'the consujtants'put,it together in a way e )
that ?§Veais areas of concern and the perceptions and feeiings of the

majori y. of team members. At the retreat this. information is presented to

he team and the Various topics are opened for c]arification and prob]em |
olving The consu]tants wii] generally convene this discussion, encourag-'

ing frank, open responses among team members. The consultants will also

: 'heip c1arify communication and summarize the maJor issue and views. -

_ The goal of the data feedback discussion is the 1dent1f1cation of':.“
high priority problems. The consuitants or1ent the team members towards-

c]arifying the probiem areas that emerge from the discus51on whiie heipingy

\

Finally, the Consultants guide the team members through a probiem‘Soiving

process w1th regard to those prob]ems that team members pave 1dent1f1ed

Confrontation. A confrontation design is most appropr1ate w1th f'

experiencing confiict w1th another team. Consuitants heip the confiicting

1

parties to engage one another directly and ‘to focus-on the confiict in a
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Confrontation strategies can be applied to {ndividuals in conflict

and to groups 1n conflict. In'either case, the consultants encourage both

4
.

SR e o . .
' parties to share their perceptions. impressions, fears, opinions. and concerns

.. about each other and thereby attempt to'heip clarify’ the behavioral, and
situationai bases for the confiict. Some hoped for outcomes of this kind;
Vof consuitation are that discrepancies between team members ' intentions | Vﬂ
. and behavior wii] be ciarified that any miscommunication will be brought
i*\ _out into the open and ciarified that. conflicts arising from’situations
" which are no ionger in existence will be settled, that conflict arising
from confiictuai role definitions may lead to role change, that agreements  ~
may be reached on-how to conduct the conflict in less destructive ways, A '
and that interpersonal trust will begin to deveiop\\ '

A Case Study_in Consultation for Team Buiiding

. The case study presented here ref]ects a synthesis of the four
team buiiding designs just discussed R R a "I. .
". 3 The educationaJ team consisted of the staff of a sma11 schooi which
functioned as a treatment centér for emotionaiiy disturbed chiidren Thef
staff consisted of a director, a counseior. a psychoiogist a secretary, a
. coordinator, four teachers, and two teacher;aides, making. 11 members in all..
" They constituted a c]oseiy knit group which.had-worked together as a staff , Sm. .,
for the prev1ous three years "They had “had no" previous experience with an ."<> d
out51de consultant at all, nor had they ever deiiberately worked on team . ' dm j
buiiding on* their own. ' o
' It was the psycho]ogist who made the initial suggestiens for a‘

'“:pianned team buiiding effort. She had some knowiedge and exposure to consui-. ;.:“

:A;*'-tation for organization developmen% and had been’ the onJy team membif*" -
"pressed for a team building retreat the prev1ous year Her role and orien-afy .

..1_3@ ."

!




. tat1on a]so d1ffered cons1derab1y from those of the other team members and

'rTssues w1th wh1ch théiteach1ng-staff wassstruggTJng. After d1scuss1on w1th

,the staff, she was asked to make 1n1t1a] contact with some consu]tants. -
i o~
uthe psycho]oglst descr1bed the team macters that ‘reed some. attent1on (1)

lhbf of a. recint acquis1t10n of new funds. Therciwas a-1ack of c]arlty and sore_fgg;
;;disagreement among staff membgr about e&a sily what th1s new role°wou1d

ienta11 There Rere, a]so, some,negative fee11ngs about the ex- teacher who
:;'was chosen to Yake the roTe~ .(2) SeveraT of the staf‘ were both unc]ear

.about and d1ssat1sf1ed w1th the way in which the counse]or was do1ng h1s

: Spec1f1ca11y, team members had fee11ngs and op1nlons about one another s /7[f{}

",';tbehav1or that were not be1ng commun1cated c]earl and d1rect1y v';s 1/erfﬁf

i 'd1rector of the team. - TheJr main objectlve was to hscerta1p the d1rector s A
"goaTs for the retreat They asked her what 1t was that she hoped wou]d be
“zfaccomp11shed and “two genera] areas emerged from her rEpTy' y(]) sevéraT of

,“-’the staff s ro]es needed clar1f1catq\;, and (2) staff members needed to-be

| 'to the second one. wh11e she stated c]ear]y that she thought the staff
azneeded to focus on 1ts 1nterpersona1 commun1¢at]ons, she seemed s11ght1y
'?._'uncomfbrtable w1th ‘the prospect of e1ther focus1ng too much on staff re]at1on

~ ships or of creating a threaten1ng and* uncomfortable s1tuatlon in the teamn

‘she had a d1fferent and perhaps, more "d1stant" perspect1ve on some of the

a

At the 1n1t1a1 meet1ng of ‘the psycho]og1st and the consu]tants,',

a new role, that of coord1nator“ had been created WTtth the team because

ORI S

L_ t

job.- They thought that he.was not do1ng h1s JOb competent]y and thorough]y 193{

enough (3) There wa's a genera] "Tack of commun1cat1on" among the staff
e

FoJTow1ng th1s 1n1t1a1 contact the' consu an%s-met w1th thE*' o

-

more d1rect w1th One another, .;fg.; o
.n‘

The d1rector seemed more certa1n of her f1rst obaectlve compared

-

- -
.
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The consu]tants thought the director had d1ff1cu]ty in g1v1ng them a c]ear

.\,.

idea of‘the degree to which she felt 1t was 1mportant to focus on. 1nter-'
persona] communication. They commented on thts to the director and she :

replied that she was & Tittle concerned that some staff members wou]d : _ S

not- want ‘to- "go as far“ as others in thTS area. The'consu]tants thought SN
that probabTy ‘the- best des1gn wou]d be to begin by focusing on the 1ssues o, _f‘

of ro]e ciarity and then move toward 1mprov1ng 1nteroersona1 communication

as the need arose and after some ‘of the work 1ssues had been c]ar.fied
They a]so thought that 1t wou]d be. 1mportant to. meet a]] the team mémbers i
: to discuss their goa]s for the team-building retreat They shared these ”

thoughts w1th the. director and she agreed _ ‘ |
~ The consu]tants Joined the staff a week ]ater at a regu]ar staff . -"fg

meeting At the putset they to]d the team that they had 1nterV1ewed the E
psycho]oglst and the director and'that they had been forming some 1n1t1a1 o

'1mpress1ons about topics that wou]d need the team s attention during an

-

_forthcoming two-day retreat. They aTso haq some pre]1m1nary 1deas/on "how to

go about covering these various fopics They dTG, however want to meet the
‘ s ‘*’ -

staff and gather more’ 1nformation about. their observations and 1mpress1ons.

They ‘asked the team ‘members: to con51der what goa]s and expectations they
. \:

:.51 wou]d have for the retreat -and what, 1f any, reservations they were expe-'

B3 . o )
1 . n " .

A r1enc1ng Lo .~f | e o i ‘
| The team members responses tended to support the data that had A ﬁi,
:aTready,been'cq]]ected. A]T team members agreed ‘that" there was a need for f, ?:ﬁf!.
some WOrk on'fstaff communication- -Then, the d1rector asked of any team members' g
were hesitant about express1ng fee]ings direct]y to one another While most
3 team members agreed that fosus1ng on 1nterpersonaT re]ations was. somewhat : '.:k.7f:$

P

| -“:Pscary,ﬂ_ they feTt a need to do 50, and expressed a des1re to move in that

<
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direction. Most team members agreed,that-the newTy'created "coordinator"

"Tro]e Was in need»of~c]arificati0n. Some Tack of c]ar1ty conrern1ng the

. : 4 '
* counselor's re]e was also expressed The consu]tants shared the1r 1deas

i

.“abouf beg1nn1ng ‘with ro]e c]ar1f1cat1on and then moving. toward . '; a Q‘
-i,;'.. staff . commun1cat1on aS»the.naed presented_mtself. .The staff responded i
S favorably to this des1gn ’

- At the close of th1s seSS1on w1th the ent1re team the consultants

. .):, 'Stated tha* they had a genera] 1dea of some of the areas that the team

- _cons1dered 1mportant They now needed to have more spec1f1c 1nformat1on -

"}v‘f " »about these areas 1in order to prepare a deta11ed des1gn and agenda for the'

‘ | retreat They asked the team members to compTe*e and. return the foT]ow1ng -
quest1onna1re exp]a1n1ng that the 1nformat1on received would be confidenf1a1-tl'

: and wou]d on]y be presen*ed back to the ceam 1n the form of genera] anonymouss

v_gfeedback. o “ | |

| In th1nk1ng»about next week s retreat make. . . -

a list of those 1ssues that you fee] need our attention. _ | "fo?
U Tdent1fy areas of amb1gu1ty, e 9.5 -an unc]ar1ty of some-

.o *(“. ‘one s ro]e or organ1zat1ona1 po]1cy, or areas around : - \\\; .

wh1ch there is confT1ct (overt_or covert)) or top1cs

- -" that need to have dec1s1ons made about them, - Next to
i{ﬂ; Jiif‘ b'each-area (1n the apprbpr1ate space) 11st those persons
{ .. , whom you see as most centra]Ty 1nvo]ved in the issue, .
R and ‘any op1n10ns or perceptlons that you may have con-
N . ;" ‘ cernﬂng the nature of the lssue, e. g y 1ts causes, how '“_'.Lﬁ’

1.

(’"to so]ve 1t or What th@ ISsue "rea]]y" 1s, etc P]ease,

L ]1st the issues in order of 1mportance .
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The two- day team_bu11d1ng retreat was he]d a week 1ater at a

Y=

-vresort area about three hours away from the schoo] The staff had gone through '
"l‘a cons1derab1e amount of p]ann1ng on the housekeeplng deta11s of the retreat

:The director and one'of the staff members had drawn up a rough\sghedu1e of the
h3;two days al]ow1ng time for both work and play. The staff 1eft the schoo] at
- 9: 00 a.m. and after a p]easant ride over. the mountains, arrived at thEIYj

'l_,destinat1on at 12 00. noon After an hour of sett]lng in and eatlng a light
1unch the team bu11d1ng retreat was 1aunched S ..' z\ . o
. _ \ o

Us1ng the 1nformat1on co]]ected from the abOVe qUest1o naire the

a

-jn;,consu1tants had 1dent1f1ed f1ve areas that would" comprlse the agenda for - : {‘

: the two day team bui]dlng retreat They were (1) the coord1nato
.".ro1e. (2) the counse]or s ro]e, (3) staff/chi]d re]at onshlps, (4) staff
5.commun1cation, and (5) other issues Spec1f1c statements were formu]ated

for each of these issues,: and these were. wrltten on newspr1nt under each of . .

"the five head1ngs

/

i

Y
[
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F'The ‘meeting began with the consthants-briefly reviewfng the ,f-'
agenda- After a br1ef d1scuss1on, the ¢onsu1tants suggested some pr1or1t1es .
;for how the 1tems on the agenda wou]d be hand]ed The- work 1ssues wou]d .
- be: hand]ed fTFSt and "staff commun1cat1on" wou]d be dea]t with once some -

;ess had been made in the other areas. The "role of the coord1nator"'

seemed to have highest pr1or1ty and 1t would be dealt w1th f1rst A

cons1derab1e amount of t1me wou]d be set as1de for "staff .ommun1tat1on," l;

i
(.

' even ifit meant on]y br1ef1y touchlng,on some. of the other 1tems :The. _

Q.staff agreed w1th the consu]tants suggest1ons . SR : q_.~”¥@25f

R _'”' - The first 1tem on the agenda, the "ro]e of the coord1nator,'I was

~

¢

introduced. as the ccnsu]tants posted the statements they had genera]1zed

'._from the data They were as’ fo]]ows

2 7

R ' S S, | d .The Coord1nator's'Ro]é
'iT. Th1s roTe affects all of the staff mem?ers 1n scne way .
s 2. There is some unclar1ty about exact]y at. the rolewwal be : "_:;*f
.: o 3.. There is d1sagreement between the d1rector and the teach1ng B
- staff about what the role shou]d be The d1rector wants - ¢
the role-to”include "superv1s1on“;of-teachers:_ The teachers .
do not want ‘it to incTude fsuoervision.ﬁh' | :.
. "4.'.It is uncTear'what JsﬂperviSdonf actuaJTy means;lflt needss. '
N to be cTar1f1ed and def1ned _' | N :‘ng o
: ._-5; Some feel. that part of the conf]lct over the ro]e stems from - T,;
fee]]ngs about the new coordgnator s work}ng styTe and the fact “. @f
e that she had prev1ous]y been dne of the teachers ?’ ' _ i;
| f.6}~ Some th1nk~that the d1rector not the .new coord1nator, shou]d b E

s

respons1b1e for "superv151on " fg_;




" The consultants then reviewed each of;the~statements,fcheckiqgf g
to see that they were clear and. understood by a]]- Next .he consuTtants.
'-surweyed he team for the1r react1on to the data. Each team menber was
."asked to state br1ef]y "where theyfwere" on each of the statements " Were -
v},they not aware of any part1cu1ar po1nt? Did they agree or. d1sagree with the
‘statement? Did they have any other comments to add? The d1rector began .
?§by stat1ng that wh11e she had been aware that there was some . |
| mb1gu1ty over the coord1nator ro]e, she had not been aware that the staff

. had such strong conV1ct1ons about the "supervis1on" 1ssue as the data

) ..seemed to 1nd1cate 59110w1ng her statement. the teachers, one by one, ‘con-

L f+rmed the fact that 1ndeed such strong fee11ngs did exjst. For her part

.

_the coord1nator was a11gned w1th ‘the teachers on the "superv1s1on" 1ssue.

bl
&

She a]so expressed some fee11ngs of - stress about be1ng "in the middle®. -
ff'd'between the teachers and the d1rector What emerged from thTS 1n1t1a1

__part of ‘the data feedback was everyone agree1ng that what was meant by

t

' superv1s1on" needed to be ¢larified. = . '7'T :_ L o

“rw' . After cTar1fy1ng this. po1nt the consu]tants d1v1ded the staff

1‘f'1nto three groups. .(]) the teachers and ‘the - a1des, (2) the d1rector and \
5_r.the counse]or. and (3) the new . coord1nator and the psycho]og1st ‘The.
;5L=counselor and the psycho]og1st were encouraged to he]p the coord1nator and "W;; :
'~f;:the d1rector c]ar1fy and Verba112e the1r v1ews. The groups were 1nstrUcted i
';Tto form two 11sts based on the1r view of -w at the role of the coord1nator
%;@fwou]d-be ]1ke. The f1rst was a 11st of s ec1f1c tasks wh1ch the“coord1nator

-~

»'x,iWoqu do and the second was’ arlist of tas s that- -she would not do. Each group
R was asked to rank order the 1tems on 1ts_11sts accord1ng to prlor1ty

As the groups began there was some hes1tancy and a re]uctance tp

L state cTear]y and behaV1ora11y exactﬂyiwhat the coord1nator wou]d be do1ng




. The 1n1t1a1 statements were vague and abstract e.g., “The coord1nator wou]d

be respons1b1e for mon1tor1ng case progress." The cohsuTtants pushed ‘the.

_group memberslfor.spec1f1c1ty.' "what k1nds of th1ngs wou]d she be " do1ng 1f

she were. |respons1‘b1e for monitoring'?“ Are there th1ngs that you woqu R
fl s 3
expect that she woqu not ‘be do1ng?"' It seemed to the consu]tants -

as if the staff members needed llperm1ss1onll to express their d1ffer1ng :

- -

pos1t1ons openTy and c]earTy Increas1ng1y, the statements became more and Q7;

' more spec1f1c.- After 45 m1nutes the groups were asked to reJo1n in the ";

. on- curr1cu1um pTann1ng for the. ch11dren. >econd1y, the teachers Saw

N

- main -room: and to post the1r 11sts for the others to v1ew.

. {

After a short break for coffee "a. representat1ve from.each of the
-e"‘"“"“'e‘q
groups presenced the- 11sts to the rest of. the team cTar1fy1ng any area of

amb1gu1ty and confus1on._ The teachers' 11sts were presented f1rst ﬁo]]owed

by the d1rector ¢, and f1na11y, the coord1nator 's lis t was presented
- Some spec1f1c d1fferences in roTe def1n1t1on and pr1or1t1es
began to emerge between the groups The teachers v1ewed the pr1mary

task of the coord1nator as tra1ning and consu]tat1on w1th parents.-

Th1s would re]1eve them of th1s respons1b111ty, free1ng them to focus

the c00rd1nator as a "resource person" from whom they cou]d seek spec1f1c

consuTtat1on when they feTt they needed 1t They d1d not want the coor-“"
d1nator to become 1nvoTved 1n check1ng up on them to make sure they were

do1ng therr Job F1na11y,4they wanted the coord1nator to assume respon- “Q;ﬁf
s1b111ty for the or1entat1on and tra1n1ng of pract1cum students and’ voTun-?}é*?
teers a task for which the teachers were presentTy resoons1b1e. In,sum,_ﬁ'izﬁ
the teachers v1ewed the new- coord1nator as a peer and resource person
. whose tasks wou]d compTement the1r;‘€ﬁdf“ﬁbst 1mportant1y, whose presence lb;

wou]d a]leviate certa1n aspects of the1r current work overToad

“T:STIT:;{: T ]'413 :
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ff,fi-;'q The director had much different notions about the role of the

. coordinator, Her highest priority was for the coordinator to "monitor the
progress" of -each case This meant that it would be the coordinator s
responSibi]ity to meet with each teacher on’ a regu]ar bas1s and to. eva]uate |
the progress of the various plans and strategies fof educating each child |
The Coordinator was’ to know which children were maang progress and which

ones werq.pot In addition, it would be the coordinator‘s responsibiiity to -

giVevthe teachers feedback about their teaching behaVior with the children.,_
Moreover, the coordinator wou]d assume some, but not all, of the parent-—r
training tasks from the teachers Finaily, if there were any additional time, f
the coordinator would assume’ some responSibility for the orientation and ';_.1

training of the vo]unteers j In other words, the director tended to View the f ”':Zgi

2 t
A " .
(s

.;fJ_Z' coordinator s role as superVisory in. re]ation to the teachers, fi]]ing : ;*3”,l;gfg
-';f_ some managerial functions that would a]low the director to focus hnre fh'-

complete]y on funding and pubiic re]ations She saw the coordinator .
. T assuming sone of the_teacher tasks, but not to the $ame degree desired
by the teachers | | |

-.

The Iast to present her list the coordinator s Views were\sgmilar( "
to those of the teachers She saw parent training as her first prioritye
Second]y. she saw herself as a’ "resource" for the’ teachers, avai]abie

T upon request She did not want to meet Uith teachers who did not fee]
like meeting with her Last]y, she saw herseif assuming the orientation :<
| of practicum students and voiunteers, but she fe]t that the teachers shou]d

be responSible for the ongoing training of them

. DiscuSSion of the entire team about ‘the three iists fo]]owed R

- !3' :



Al

- Staff members-were-asked_one another why they felt the way theyvdid and

o presented their own rationa]es, Tn-turn The d1rector expressed a sense

~ should be one. person “Who knew “how all thc children in the school were pro-' ’;gé

’ gress1ng Furthermore she thought that each teacher. shou]d share the. .~ = @
. shou]d be so]e]y respon51b1e fOr the llsuccess or fa11ure" of a part1cu1ar
l_and she found it d1ff1cuTt to understand why they were not acceptwng it ng

‘that the d1rector be11eved wou]d be usefuT They sa1d that th1ngs were
;'_go1ng fine _now,, . peop]e were doing their JObS we]l, and'there were not any.f‘:”,f

.‘"prob]ems“ that warranted the moh1tor1ng of the® coord1nator .Furthermore,f

| They saw themse]ves as profess1onals who were not be1ng treated as such.

“why had they been S1ngled for. "superv1s1on7" 'who "superv1ses" the psy-
'fvchoTog1st the counse]or, or the d1rector0 | They feTt “they were not be1ng

i.rf}treated w1th the trUst and 1ntegr1ty that they deserved And ‘the’ coord1n- _'fif

7.ator agreed w1th the teachers

;members started to repeat themse]ves Nnxt the'consultants asked both
_ s1des to paraphrase why*the other s1de fe]t the way they d1d - Then, the
'-ﬁfgroup ‘took a three-hour break with the expectat1on to beg1n prob]em SOTV1ng

11when they returned o v;' f‘,n S

N to generate a list of "a]ternat1ve" SOTut1ons wh1ch may represent e1ther .

.new ways of def1n1ng the roTe or comprom1ses that m1ght be acceptab]e to

%
B
of: respons1b1]1ty for'the progress of each ch11d She’ thought that there . ,f;%

“y

‘g b

respons1b1T1ty for the ch1]dren with another person, and that no one person
_ch11d She chought that she was. offer1ng the teachers support and "protect1on,c
For ‘their part the teachers saw no need For the k1nd of mon1tor1ng

»

they felt “put down" by the d1rector s des1re to create a. supervisory' roTe

: o~
LB

The consuTtants a]]owed the d1scuss1on to cont1nue unt11 +he staff o

© .

’ . The prob]em soTv1ng began w1th bra1nstorm1ng The team was. asked ";

-
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N

both the teachers and the\d1rector Team members were encouraged to "use

K their imagination"- and not to th1nk much about whether -any part1cu]ar 1dea

Q

Would work SeVera1 suggest1ons were generated for'example, sett1ng up a

f":system of‘"peer superv1s1on,lL glv1ng the teachers a day off per month for

" p]annlng, and g1v1ng the coord1nator respons1b1]1ty “for 1n1t1at1ng contact

“With teachers for: contract1ng for superv1s1on..

After the bra1nstorm1ng came the hard part Each s1de was asked

» L

to study the a]ternat1ves and - to present proposa]s for ways to resolve the
:'conf11ct and reach an~agreement The proposa]s were supposed to represent

" a comprom1se. Cach side was asked to cons1der what it was willing to g1ve
: p They were encouraged to‘"give a ]1tt]e to get a 11tt]e ! |

L AL th1s po1nt the consu]tants presented a br1ef 1ecturette on

“the var1ous ways groups cou]d make dec1s1ons The fo]]ow1ng declsIOn-v'

' -'mak1ng cont1nuum was presented

L _f om cn extremes toward the center, are- consu]tat1on and delegat1on

- N .
PSS e .

”~”teT1/se1TV‘f_‘1Consu1tation Joining - "Delegationlf: " no decision'_ o
© Autecrat . ,Democrat p AR ~ Bodicrat.

I : ’ ¥

f5y~The consu]tants exp]a1ned that sty]es of group dec1S1on mak1ng range fromﬂ:-; .
if}autocrat1c in wh1ch the 1eader makes, the dec1s1on and te]]s or "se]]s".'r
- to. the group, to the other extreme, abd1crat1c 1n wh1ch no’ dec1s1on is 1;
0rma]1y made Informa]]y, the abd1crat1c sty]e is an’ 1mp]1c1t dec1s1on .
o a]]ow everyone to, do as they see f1t Mov1ng a]ong the cont1nuum,
r

o Consu]tat1on means that whi]e +he team 1eader reserves the r1ght and /

";respons1b111ty for f1na] dec1s1on, she requests 1nformat1on and op1n1ons f)_; o

f - e . . . o . - - e PR " BRI ﬂ Sk e
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| ofuother ‘team members and takes them 1n account beTegation'means'that theh"?%
leader or the ent1re team des1gnate some person or persons to be respons1b1e "

~ for the f1na] decision. . _ RN o . ‘Q;

‘-“.'j uy,f‘ At the m1dd1e of the cont1nuum is the democrat1c mode of dec1s1on

\J , makfng. Th1s means that the Teader Jo1ns the team as an equa] member w1th

‘. an equa] amount of 1nf1uence on the f1na4 dec151on. In ‘the democrat1c mode

lf the f1na1 dec1s1on can be made e1ther by maJor1ty or consensus The consu]-

tants stated that 1t was their 1mpres51on that the pre.erred sty]e of th1s

47\§1 part1cu]ar team was, the democrat1c consensua] mode] AT] the team members
- L
| greed The consu]tants then added that the democrat1c, cohsensua] modeT

ua‘ the most. d1ff1cu1t to atta1n that it’ requlred a co]]aborat1ve effort

[

1]
S

w1111ngness to comprom;se.. If- such read1ness were not present on.

the tea s the ronsensua] mode] wou]d fa11 In such cases, the dec1s1on- :7f'

’ \

maklng mod then moves toward e1ther the autocrat1c po]e or the abdlcratlcvd

‘ polc _ The consu]tant§~told the group that 1f the consensua] mode] drd not
o _: 7? work in this 23§$ they wou]d ask the group to make a dec1s1on to move (;f%;j
Tﬂ;hf}ficj toward either <the autocrat1c orxabdlcratlc sty]e - .' T

| | Fo]]ow1ng\the Tecturette on dec1s1on mak1ng, team members were -

',7~told to generate propd a]s for reso]ut1on of the conf11ct In1t1a11y, both'

sides seemed re]uctant't budge from the1r pos1t1ons ‘ Then, they began

g

'Qn:t1ves presented and to . "g1ve a 11tt1e " The S

to d1scuss some of the a]t
teachers sa1d that a day off month for p1ann1ng wou]d g1ve them more t1me,

making 1t Tess 1mportant for t\e coord1nator to re]1eve them of all. of thETP

N

superv1sory" role, and offered peer\superv1s1on as an a]ternat1ve vThe'

parent tra1n1ng respons1b111t1es

o

\<hey were st111 unw1111ng to accept a

[ o
d1rector wou]d go a]ong Wlth the p]ann ng day and the notlon of peer super-

| ‘Q-v1s1on, and the 1dea that ‘the coordlnator ou]d assume Fsome"'parent tra1n1ng

IR B
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L - - - o

frespon51b111ties, buit 1nS1sted that the coord1nator be respons1b1e for “super— (P

: V1sion.“ as weTT The staff rema1ned at th1s 1mpasSe fer some t1me and the
E"Tjifrustration began to grow . B EEI .' .A', L

The ConsuTtants rem1nded the team that they had a choice of

-

'fread1ng a “comprom1se“ dec1s1on or of dec1d1ng to move: toward e1ther an

f-éffautocrat1c or’ an abd1crat1c mode. They asked the staff members to generate

I

'_;Asome compromise soTut1ons to the "superV1s1on" prob]em SeveraT soTut1ons L

f‘were generated but none seemed sat1sfactory to both sides and the frustrat1on :cff,QVT
A"continued to grow -*--.;,- S :w - . -.]wf R

@

F1ma]1y, one soTut1on was proposed that seemed to the consuTtants

-

sl (g

El”f'to have mors prom1se than .the others. Someome ,uggested that the coord1nator. :
ﬁ;? “should have the respons1b1]1ty for 1n1t1at1ng weekTy contact with: each j«;»
e teacher s wCPaCt for superV1s1on on a part1cu1ar 1ssue or probTem that R ,;'Qf

-~

:.waf of. concern to the teacher

v t"i*‘“; At th1s po1nt the consuT ants took the more. act1ve roTe as ;” v
"Amed1ators., They presented this SUQgest1on to the teachers and asked them S :
o — o
v weither to accept 1t 0r cTearTy state the1r spec1f1c obJect1ons. when the _" '_/27;;

“?_ﬁ»teachers refused to accept it, the consuTtants asked them to state th e

f“":v“worst fantasy" of what woqu happen 1f the propo a] were adopted Theu'f;A f
ZTV‘fteachers dec1ded that ‘the worst th1ng that coqu happen was that a teacher f“;~eﬁ¥i£

'fmay not wart to dlSCUSS anyth1ng w1th the superV1sor and w111 be "forced" -

ito do so ' The consuTtants then 1ncorporated the teachers obJect1on 1nto the

o

- rproposaT ard restated 1t to: aTTow teachers to contract for no superv1s1on on ;-,-Z S

" weeKly ba51s..'fi ﬂiff " ".-. e v--«»,f’i,%,\ . SR _‘u-it

%céﬂfgj ,f'f | The newTy stated proposaT was. then presented for acceptance to the TR

5*d1rector When she refused to adcept«1t the consu]tants asked her to state
. " ""4-4‘*" . «4,»»——
'?‘cher “worst fantasy She said that she was concerned about a s1tuat1on in o
s o ' : | . '

e




; wh1ch a particu]ar teacher was- consistently do1ng a bad Job w1th a part1cu1ar

.

“ '.chi]d and was cons1stent1y refus1ng to contract for. superv1s1on. -Agaim, the

_consu]tants 1ncorperated the d1rector s obJect1on into the proposa] by speci- ;C

.

o fy1ng that in. cases of- teacher 1rrespons1b*11ty the coord1nator has the
respons1b111ty to 1n1t1ate contact with the teacher "F1na11y, 1n response
" E - 'to the teachers obJect1on, it was agreed that the f1na1 recourse for any

,.;Vﬂconf11ct between the coord1nator and the teacher wou]d be an open meet1ng of

5.

f the entire, staff Once a11 the d1ffe§\nces were "1roned out" a f1na1‘fgree-

N ment Was drafted‘as fo]]owst~ S .L.;: B

Goord1nator s Ro}e o

-

I{' Respons1b111ty to 1n?t1ate ccntact to contract for week]y super- .A _"@,-f

v1s10n w1th teachers about treatment 1ssues Teachers are

responsib]e for content of superv1s1on, they have the opt]on to

- _h ccntract for no. superV1s1on R ; S - ca . o
‘s_‘ . . . . \/ /2. L. .(‘. |
2l Respons1b111ty to 1n1t1ate feedback to any teacher -who “is perce1ved RN

to be cons1stent1y 1rrespons1b1e F1na1 recourse for any conf11ct

. . -4

between roord1nator and teacher w111 be-an open staff meet1ng

i 3. Respons1b111ty for some (to be - def1ned) parent tra1n1ng

¢

4. Respons1b111ty for, or1entat1on and some (to be, def1ned) tra1n1ng o ,f;3

for practicum students _ ﬂfﬁ@: " »;':.'h;lhsﬁ' ’ fﬁ..'~”

”15? -The teacnerS\w111 forma112e a- process for ongo1ng "peer super-'

- v1s1on“ and-present it to the djrector. SR 3

-

J.‘”_ 6. The ch11dren w111 stay hcme one. day per month to a]]ow a day A ‘f§gﬂ

S - for teacher p1ann1n9 L T e PR
| The staff had worked for e1ght hard and frustrat1ng hours .to.

.

f1na11y reach th1s agreement When 1t was reached there was a new sense ..

e
et T
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!: of accomp]}shment pr1de and cohes1on 1n the team .a "we d1d 1t'“ fee11ng =

"NeTT L} sa1d che team member, ”1t s def1n1te1y t1me to party," as he brought‘

e

_out a bott]e of wine, and passed around the styrofoam cups -From the consuT-f
tant s points ova1ew, team bui]dJng was def1n1te1y occurr1ﬂg. o o

e The next morning. the team proceeded w1th its agenda. It was |

.
- ~- B ]

obv1ous that 1t woqu be hnpqss1b]e to cover aTT of the rema1n1ng 1tems o

during +he second day At the suggest1on of the consu]tants'the team agreed"

.;? { S

~to revjew the feedback sheets and to conduct a surVey or pr1ef d1scuss1on of Lo
RE— . _.\, .

e.eeach of the rema1n1ng agenda items - dur1ng the f1rst hoUr and a ha]f TheT ~

. o

rest of the day wou%d be set as1de for "staff commun1cat1on " R
‘ b - .‘ : -

' _-‘ . Ihe first item to be rev1ewed by the group was the counSe]or s roTe

The consuitants d1sp1ayed the data to the group:

The Counse]or S Ro]e

., . . . .

.]1_ The ro]e affects eVeryone T :r,b : ‘5';',1 ._' I
;fn_}Z. There is’ 5ome unc]arity about the counse]or S roTe. Some peopTe
_ o :*do not know what’ he does wh1]e others. fee] they do know Some

.T;f;i' fof h1s Work may not be d1rect1y observab]e to others on the | :i: - r: ;.:AF[:

, :

d.:"It may. be he]pful if the counseﬂor were reJ1eved of some

13

'-of the c]er1ca] aspects of h1s work to freeah1m for more. ke

h3

“l”pfo]Tow-through work and other,th1ngs R “U?.‘él ff»;L %;f

Through prev1ous 1nterv1ews w1th the d1rector and the psycho]o-

s
k

o ’

g1st the consu]tants ‘were aware that the counse]or s roTe had been a

recurr1ng probTem for the staff C]ar1f1cat1on of the counse]or S ro]e f

had been raised before and it had never ‘bee 'sat1sfactor11y carr1ed out

After the data were presented a survey he team took pTace Each team

member stated h1s or her react1ons an- views ab0ut the 1nformation*on the - h.j,f_




counse1or S ro]e By and 1arge the’ teachers who ad 11tt]e day -to- day

agreed that the counse]or s role was.amb1guous and 'hat at t1mes 1t seemed
.ias 1f the counse]or was not do1ng anyth1ng cruc1a1 for the school. On the
"other hand the director and the psycho]og1st who had cbns1derab1e contact
“with’ the counse1or and who were often 1n touch w1th the effects of his o :Alt

' "act1ons, d1sagreed To them the counse]or s role was c]ear and its as )
° N C
' ev1dent that_he was do1ng a f1ne Job at very 1mportant tasks 'The counseTor'j:

"th1mse1f fe]t somewhat defens1ve, bew1]dered and frustrated vHe knew he o

‘1 worked- hard yet somehow what- he was doing was not gett1ng across‘to the

.

maJor1ty of h15 co]]eagues. 0ver t1me, these fee]1ngs seemed to be erod1ng

-

M'-,h1s sense of se]f conf1dence and antr1but1on to .the team
, X

After the survey and br1ef d1scuss1on one of the consu]tants began ff
'~to comment on. the s1tuat1on ‘"You know,".she began, nI 've seen th1s k1nd of
R thing over and- over- again.. It doesn't supr1se me in +he 1east that the s

<
. counse]or happens to be at the. brunt of th1s d1sagreement As-a matter of-

\“fact ‘1'd be supr1sed if he weren 't Team members were s11ent and looked ::55

to the consu]tart w1th some supr1se She cont1nued "You see, 1t s h1gh1y

*”vprobable that the p1ace that the counse]or 1s 1n th1s group and the fee]-

~1ngs about h1s JOb have 1ess to do w1th h]s competence of performance than
"W1th his part1cu1ar pos1t1on 1n the organ1zat1on and +he part1cu1ar way 1n .ffs
halwh1ch h1s ro]e 1s def1ned You see; the counse]or 1s\on what we cai1 the - . |
"'- 'boundary of the organ12at1on, fac1ng outwards a. great deal of the t1me /'éii "
. 'Th1s means that most of . the work that he does is d1rected towards persons ' ﬁ.
-boutslde of the team. coord1nat1ng w1th other commun1ty organ1zatlons, mon1tor-;

;3cf;,b < ing the se}ect1on and entry of fam111es and ch11dren for treatment and other i

Y / ; N
SR l +aeclbe +hat rln nnt haar cnpr'l'f"'lr'a'l'lv on . the dirpr'r services that vou' teach‘ers
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| perform.. Because you teachers are so 1nd1recf1y affected by the counse]or s é;“hi
work you are the ones who have,the most: d1ff1cu1ty be1ng c1ear about what :".f ;i;i;
he dqes On the other hand those of you whose JObS a]]ow them more contact'b_'f
with the counse]or and his. outs1de contacts seem. quite sat1sf1ed w1th the Jobf

/

= he 1s doing. It seems to me that the problem here 1s one of commun1cat1on

It may be 1mportant for the cnunselor to- take Some t1me to - ]et others know :._Q;.: o

What he is do1ng and 1n th1s way. Prevént the k1ndvof 1sn1at1on that 1s bound L

to surround anybody who happens to b occupy1ng h1s ro]e 1n the organ1zat1ona
Nhat the consu]tant had done 1n this s1tuat1on was to redef1ne for

. the team the nature of the conf11ct the team members were exper1enc1ng Ihe

: K~1n1tiaJ tendency of Lh° team members, being soo“c1ose" to the s1tuat1on and

o persona]ly'1ﬁveivedn1n it, was to see the "prob]em" as emanat1ng from the',_' .
1nd1V1dua1 persona11ty of competence of the counse]or From their perspect1ve,
1f a “prob]em" ex1sted, it most I1ke1y existed "1n“ somebody The so]ut1on'

) f' that fo]]ows from this l.ne of reason1ng is to 1dent1fy ‘that 1nd1v1dua1 and_"

i{ to change him. The consu1tant 1ntroduced a- new perspect1ve Her bas1c as- .

sertion was that the l'prob]em" may not exist 1ns1de a part1cu1ar person :

1 but rather it emanates from th1ngs that happen between peop]e, from the o
s S
- ways that the1r spec1f1c ro1e and tasks are de51gnated to f1t together
. l \

.'\ . gust the 1ntrod ction. of th1s soc1a1 psycho]og1ca1 perspect1ve

\ had the effect of. reduc1ng ome of the tens1on in the team The counse]or T

/
\was vis1b1y re11eved for he hadéﬁ1na11y rece1ved some support for- the demands

_xof his Job The other team; :y ers began to cons1der the consu]tant s state- d.ubﬁ

'Lﬂ'ment. agree1ng that the lack\of contact and commun1cat1on between the counse]or A

" and- themse]ves, cou]d, inde d account for the fee11ngs thEy had been exper1en—

‘f~ cing" ana]Ty, the group déé1ded that at the next staff meeting, the counse]or.“ﬂ?73




wou]d take some time. to 1et the others know what k1nd of things he is do1ng.:.r

The next item on-the agenda was "staff/ch11d relationships. " As.f

\

w1th the other Items, ‘the consu]tants d1sp1ayed the data they had co]]ectedﬂ
' \ o Staff/ChT]d Re]at1onsh1ps R

.1. Involves’ the ent1re staff.

. 2. There 1s some d1sagreement among the staff about what k1nd of avers1ves
~and contro1s are appropr1ate to use with the ch11dren |
/ 3. There is concern among the staff about sarcastic . remarks about ch11dren' };'
being made by staff members in the children's presence o :
v A survey of the staff's react1ons to the data c]ear]y 1nd1cated fv
that the 1ssues presented were .of utmost concern to the ent1re staff and’ they :

v agreed to spend a maJor segment of the next staff meet1ng d1scuss1ng these

"_1ssues. o

L . t Finally, the data on the,"other issues" port1on of the agenda N
:f\~ o Presented ' .; l.k\\' | o o : ;: . ‘t. | ' - ;
’v\' L - Other Issues ST “_: L
X o -(d. How do.we keep the staff from gett1ng "burnt—out’" : o \ : S u\ o

\\ éjL‘Where does our respons1b111ty for the’ ch11dr,n and families end? . i'\kx,l

fflx\ _ 3f Are our sa]ar1es equ1tab1y d1str1buted or shou' vie cons1der new

/'j SN criteria? . .

o .\» 4. We need more c1er1ca] he1p" | |

?:‘;_7 ~\The ent1re team agreed that a]] of these 1ssues warranted fu her d1scuss1on
\\t future meet1ngs | f. R ~[(.:M-u | “:" ; ' ' ;,v

h=\\} It had taken approx1mate1y an hour and a ‘half. to move throug“ th1s :f;

'port\on of the agenda The team took a break for coffee and conversat1pn angff;

o returned to devote the rema1nder of the day and even1ng to “staff commun1cat1on

\ '




- To beg1n the sess1on of staff commun1cation the consultants o
e presented these data about staff. commun1cat1on to the team members

Staff Commun1cat1on

It 1nvo1ves ‘the. ent1re Staff.
-;2}'.D1scontent and resentment among staff members, often, are not o L j,fZ?
"expressed d1rect1y to persons about whom it s fe]t. It 1s -

iﬁ':«;"often exnressed to others. ;

."3.»,Peop1e are not sure 1f "Jokes" between staff members are Jokes, .
l,-or if they are mak1ng 1nd1rect‘statements of cr1t1c1sm |
k 4. 'The d1rector and the staff need to commun1cate more. _
', A survey of the team foIlowed ‘the presentat1on and,c1ar1f1cafgaﬁ of the data
.ii_;A11 agr,éd that the data accurate]y ref]ected some of the dynam1cs of the- team
s S cAt this po1nt the consu]tants took the 1n1t1at1ve and 1ntroduced
a procedure for exchang1ng 1nterpersona1 feedback From the outset th1s
Tprocedure was des1gnnd to g1ve a]] members maximum contro] over the feedback
’ u-they wou]d rece1ve A]] team members were g1ven a large sheet of newspr1nt
.'and asked to make iwo ]1sts The f1rst was a 11st of the1r own behaV1ors
f_fthat were he1pfu] the second was a 11st of the1r own behaV1ors that were -
~ “not he]pfu] " Another way of look1ng at th1s was that they were to- make
f.fd11sts of what they fe]t were their own' strengths and weaknesses 1n re]at1on
'_‘,_".'.to:the.__te: '/_ SR . | I /
“ i“”"When alltof the team members had comp]eted the1r/11sts, they were A
';Vasked to post them on the wal]s around the room Then, a]] the team members |
; ‘iwere asked to "m111 around" and read each of the other team member s 11sts
‘”',and to add thEIP own’ comments In this fashlon, each ‘team member ended up-

- W1th a 11st of "he]pfu]" and l'unhe]pful" behav1ors, as the other team members

‘"-perceived them The process of comp1et1ng one another S J1st took about 45




e, e

-minutes | Nhen a]] the l1sts were comp]eted each team member took some _
t1me along to read and cons1der the feedback they had JuSt rece1ved
-;; "- .°_‘- . The consu]tants then 1aid the ground ru]es for the rema1nder
'of‘this feedback sess1on They exp]a1ned that the feedback rece1Ved by
f-each team member, be]onged to that member, and consequent]y, each member

1

‘ -needed to choose how to use the feedback he or she had Just rece1ved SeVerakf
N 0pt1ons were presented F]rst of all the team members could choosn s1mp1y .
" to cons1der the feedback persona]]y and dec’de if there Was some . 1nformat1on f;
that was usefu] to “them for . ‘their’ future reference “Under th1s opt1on,~1t ‘
wou]d not be necessary to d1scuss any of the feedback w1th the team, if,'f-ffb
;'the ent1re team decided to choose th1s opt1on, the d1scu551on wou1d end
1mmed1atelx. L ; :“* .;._‘v' e f.;..ﬁf
| | Another opt1on was for each team member to seek clar1f1cat1on ‘
about his or her feedback Perhaps some of the feedback was unclear, not _ffi
A;‘“spec1f1c enough or more 1¢f’rmat1on about the others' percept1ons was P-"'.u
needed. In the 1atter case, one person may ask the other team members to .
Afdescr1be wh1ch of his or her behav1ors Ted. to their percept1ons A]ternative]y,
'Tone ‘team member may want feedback from other team member° on a part1cu1ar f-iLl
1ssue raised by one or two team members when team members choose the _ R
>.opt1on of asf”hg for c]ar1f1cat1on, 1t s their respons1b111ty to 1n1t1ate:‘
: : ' the\request and ‘to be clear about exact]y what they want from: whom
B 'f.& The, third. and‘f1na1 opt1on enab]ed each team member to "contract”'},?f
ffor feedback in the future about a’ part1cu1ar behav1o Under th1s opt1on,.a,
'~team members cou]d dec1de that they m1ght benef1t from\know1ng exact]y what
they were do1ng to create a part1cu1ar percept1on or react1on at the t1me

theyswere do1ng-1t. This cou]d be usefu] e1ther to he]p c]ear up any :
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m1sunderstand1ngs r1ght on the spot or to heTp a person change behav1or of - jft

. which they m1ght not be aware

The consuTtants roTe was to fac1T1tate and to cTarlfy com-

:mun1cat1on If-a team member asked for further cTar1f1cat1on from another’
:"member on a Spec1f1c behav1or, the consuTtants m1ght heTp the former to '
TcTearTy state h1s or. her request and to ask “the' Tatter to paraphrase the
':request to ensure accurate commun1cat1on When further cTar1f1cat1on was |

\“provided the consultantS m1ght ask ‘the' rece1ver to paraphrase 1t and to

u(descr1be some exampTes of Spec1f1c 1nstances when such behaV1or occurred

K

They wou]d then check to see if the other. members shared the percept1on of S

T

. those 1nstances as an exampTe of the behavior , _ | |
L”»uf“l - The consuTtants were also concerned with the team s emot1onaT tone
They reaTized that team members m1gnt be sensit1ve to feedbacg_about unheTpfuT
beha&jors and personaT weaknesses so they tried to ensure that such eedback
Was g1ven cTearTy and construct1veTy ,onstruct1ve feedback focuses on =
behaviors -that "the rece.\er has “the power tc change It 1s not evaTuat1ve : _ _;:/
.noris it JudgmentaT The cowsultants were aTso roncerhed w1th the TeveT ) , _»';,ﬁ
Vv of recept1v1ty of each team member to feedback They reaT17ed thaf there' |
s such a th1ng as too much foédback at one t1me and would intervene to ST
"j regutate +he process as the need arose j ' S . . - ;
| _ FoTTow1ng the presentat1on of the cpt1ons and a d1scuss1on H‘
okof the consuTtants roTe, the team member~ took respons1b?]ffy for- +he1r .
-OWn feedback sess1ons\ What foTTowed wa' an e1ght hour group discuss1on pé.:

B vt B

that woqu take ar add tionaT chapter to dcscr1be in any mearang l way

'1f Each team membe had turn to ask for cTar1f1cation about some b1t of '

feedback, and most contractea for ongo1ng feedback from speC1.1c 1nd1v1--l3;1';23',1fi

duals or the’ group as a whoTe..g;
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% In the:case\jUst'described;*the primary designs tor team-budeing;
8 Were data’feedback’and'confrontation : Us1ng these des1gns, the consu]tants
-_1den+1f1ed the probhem areas.for the: team and moved them 1nto construct1ve -
prob]em solving and conf11ct reso]ut1on. To aid’ in the team bu11d1ng, the:y}-'

bconsultants made use of educat1ona1 1nputs about the nature of team bu11d1ng, |

—_

5-habout the various methods of mak1ng dec1s10ns, and about how d1fferent

.“k1nds of organ1zat1ona1 pressures stemm1ng from the. structure and function
R ;j of the team create stress among team members. Equa]]y 1mportant the con- j' :
"su1tants prov1ded a we]] organlzed des1gn through wh1ch “team members cou]d
cconstruct1ve1y confront one another w1th the1r d1fferences and successfu]]y
.'reach a: negotlated comprom1se, resuﬁt1ng in each member fee11ng a degree of

_ ﬁ;inj}gence over the f1na1 dec1s1on. As t1me went(on, 1t became-more and more ﬁ'f
. clear to all that the 1nterpersona} processes of the retreat were more S
g,j1mportant than any part1cu1ar outcome or solution. that was dec1ded upon
L It s c]ear too that the sk111s and competenc1es of the consu]tants'rl
'ywere 1mportant var1ab1es in the success of theLteam bu11d1ng exper1ence 1‘
Such competence 1s a resu]t of adeguate tra1n1ng 1n the techno]ogy of team
'bu11d1ng and exper1ence in ann1y1ng 1t It 1s no supr1se, then, that the s
cost of such- outside consultation is h1gh, and as a resu]t is beyond the -
:f1sca1 reach of many schoo] d1str1cts Th1s is part1cu1ar1y true for |
:d1str1cts that have made a maJor COmm1tment to the team mode] throughout
their system Th1s presents a prob]em, as team bu11d1ng exper1ences, such
'as the one descr1bed above are cr1t1ca1 for cont1nued effect1ve team funct1on- 3

ing. It is Just this prob]em that has 1ed some schoo] d1str1cts to estab11sh .

cadres of nganlzat1ona] spec1a11sts w1th1n the1r district..

LiCadres of Organ1zatlona1 &pec1a11sts W1th1n Schoo] D1str1cts . - -"5" ;ﬁ;

Cadres of organlzat1ona1 spec1a11sts are d1str1ct-w1de teams f T
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»
"[f“dcomposed of 1n-d1str1ct personne] who' haVe been trafned in the t eory and °
‘ techno]ogy cf organ1zat10n deve]opment and team bu11d1ng These speclallsts’f
'i funct1on as part t1me consu]tants ‘while. carry1ng out thelr fu]]-t1me
teachino, coordlnatlng, or adm1n1strat1ve respons1b1]1t1es The1g\tra1nxng
,’f and functiontng is often carr1ed out on thelr own. t1me and on.a vohrntary '
bas1s, a]though some re11ef may be prov1ded in some d1str1cts ‘ '
."Members of the cadre’ use the1r understand1ng and sk111s “to he]p
fothers 1n the district c]ar1fy commun1cat1on, reach out to use relevant

.

resources, systemat1ca]]y so]ve prob]ems and make Jec1s1ons, assess p o- :

| H“':gress toward educat1ona1 goa]s,,and cope w1th the stress of 1nterdependence
,;‘f and conf11ct 1n a product1ve way They work w1th teach1ng teams, bu11d1ng T
Ll{;staffs, d1str1ct-w1de teams, management teams, and parent, student and’
"liicommun1ty teams. In add1t1on, they -of fer 1nserv1ce.¢ra1n1ng courses 1n
| ' organ1zat1on development -theory and sk11ls for 1nd1v1dua1s in the d1str1ct _
U.fé'}ﬁ _' Cadres of organ1zat1ona1 spec1a11sts are now an 1ntegra1‘part of '
‘ f,two schoo] d1str1cts 1n the Pac1f1c Northwest One 1n Kent Wash1ngton has
VF':'been operat1ng since 1960' the other in Eugene 0regon, s1nce 1971 | These
'cadres were 1n1t1ax]y trained and 1nsta1]ed by members of the Program on “{
:-1 Strateg1es of 0rgan1zat1ona1 Change in the research and deve]opment sect1on
| ,of the Center for Educat1ona1 Policy and Management at the Un1vers1tv of

.-Oregon 1n Eugene._ A document by Arends and Phelps ent1t1ed Estab]1sh1ng:

x'.Organ1zationa1 §pec1a115ts W1th1n Schoo] D1str1cts descr1bes the way schoo]

Tdistr1cts can create and ma1nta1n cadres on- the1r own (see the annotatef

o b1b110graphy be]ow for add1t10na1 1nformat1on) , 2 h-‘ o

| e
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'Arends,_R'I' and J. H PheTps Estab11sh1ng 0rgan1zat1ona1 Spec1a11sts w1th1n
',School D1str1cts « -Center for Educat1ona1 Polncy and Management

University of Oregon, 1973, (m1meo)

e T This document‘descr1bes how ‘two cadres of organ1zat1ona1

..

.;spec1a11sts were estab]1shed the1r rat1ona1e, the success of

—_ the1r work, and prov1des pract1ca1 gu1de11nes for the estab]1sh-1-'fh

SR S ~ ment of;cadres_1n,o¢her school d1str1cts. 3

[ P

Beckhard R. 0rgan1zat1on DeVe)opment Strateg1es and Mode]s ' Reading;'

vMassachusetts Add1son Wesley, 19@;

| Th1s book]et def1nes organ1zat1on deve]opment as. an
}effort p]anned organ1zat1on-W1de and managed from the top to an-;
':'a,"'.f }crease organ1zat1on effect1veness and hea]th through p]anned ;':fi
.1ntervent1ons in the organ1zat1on s. nrocesses, us1ng behav1ora]-;va-{

~

~w~z"f ,; L .sc1ence know]edge The-term change manager" 1s used to refer to’fgf

those who are respons1b]e for the organ1zat1on s operat1ons and j}';

*..effect1veness and who must accept maJor management respons1b1]1ty';;f

| 1n any p]anned organ1zat1on ort un1t~w1de change effort The termf?f?

"change agent" 1s used to refer to those peop]e, e1tben 1nside or
:-f j_f_@.'_ outs1de the organ1zat1on, who are prov1d1ng techn1ca1, spec1a]1st_g g
Core consu1t1ng ass1stance 1n the management of . a change effort '

’-A]ternat1ve arrangements for 11nk1ng organ1zat1ons and outs1de.§f

L7 .- resources and for the use of 1nterna1 change agents are. descr1bed

-

i;%; w7 Boyer,R.K. _Deve]ooment for the'New_0rganizatfonanTeam."Businesslgoartertx
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::1959 B, 64-71. F
- This: artlcle.focuses on the use of laboratory methods. | |

¢:1n an organlzat1ona1 deve]opment program des1gned to enhance ‘the
_1effect1veness of new organ1zat1ona1 teams. The genera] prob]ems

fac1ng the new. organ1Zat1ona1 teams and ‘the organ1zat10ns wh1ch ‘_;_ ~'f;E£

17form them are portrayed as fo]]ows (1) What resources Wil the_;_og‘

new. team need? (2) How'w111 the new .team use its resources?v'
- (3) How soon, 1f ever, w111 the new team become effect1ve? ~Seven ‘.

main area; of concern in organdzat1ona1 deve]opment programs are
"1dent1f1ed (1) . the authority structure versus a mu1t1tude af .

comp]ex 1nterpersona1 WOrklng re]at1onsh1ps which br1dge funct*ons :-“.:g%f}

‘and 1ndiv1dua]s, (2) 1nterdependency among peop]e and funqt1ons,,,

:(3) the creat1ve management of uncerta1nty, (4) the management oj”

'.conf11ct (5) openness, d1rect commun1cat1on, trust, se]f—ﬁns1ght
and 1nterpersona1 competence, (6) re]at1onships w1th dynam1c en-
ironments, and (7) a systems approach to 1nterre1ated 1nd1v1dua1

| ' sk1lls, att?tudes and behav1or 1nterpersona1 re]ationsh1ps and com-l

'%*' l&_*- petence organ1zationa1 structure and po]ic1es, and. organlzat1ona1 R_L;L;;;T

_ techno?ogy o 3 ‘_ o 4'f5”: .

B

. Harr1son R Ro]e Negot1at1nn A Tough M1nded Approach to Team Deve]opmentr_."

In BUrke and Hornste1n (Eds ), The Soc1a1 Techno}ogy of 0rgan1za—f. ,:%» .

t1on Deve]gpmenta Fanrfax V1rg1n1a NTL Learn1ng Resources

Corporat1on, 1972 - Pp. 84 9. 4-";5_“' a;”‘* T
Th]S art1c1e presents a "seff-lnterest" mode] of ro]e',?

hi

negot1at1on as a means for reso]v1ng ro]e conf11ct fn teams

o -

f.5Jones;’R,V."fTuh{nngp,thegstaff ?or70rganizationa]nChange;ﬂ/;econdary“Edu—.p .

: .- T
- e
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cation. 1969, 44, 339-346. , LN
The author suggests six.steps which seem,apprbpriate
. ' N : . e N ‘ ) ' ' L ' N ,\\. . .
© o to any major organizationa]»innovation' -(1)'the~exam1nation of‘

‘present’practlces, (2) the c]ar1f1cat1on of: purposes, (3) the

i _’.,',/,,..:__,.0',. -

'examinat1on of new models; (4)- the development of new sk111s,v ‘
;2(5) thefprotectlon of change, and (6) the feedback for growth

" Three cond1t1ons for change are as fb]]ows (1) an atmosphere of

]

freedom wh1ch encourages thodghtfu] exper1mentat1on, (2)- an organ- »

.1zat1on h1erarchy which not only va]ues competence but a1so assumes "
. competence in all staff members, and (3) an organ1zat1on 1n wh1ch

.dec1s1ons are made as c1ose to the operat1ona1 1eve1 as ?s pos-- o

s1b]e. PR S R A
e . . . . “ e s e . )—--——-»-—J«——-——---.:‘»:Qr

- Fox, R.S. "R As Schmuck, E.M."Van Egmond M Ritvo, C. Jung. D1agnos1ng ;‘7

Profess1ona] C11mate of Schoo]s. Fa1rfax V1rg1n1a NTL Learn1ng

Corporat1on, Inc > 2817 Dorr Avenue, 1973 . :.c.

Th1s manua] 1s des1gned to. he1p staff members assess and E

5~

_'1mprove the profess1ona1 c11mate of'the1r schoo]s It has two-ma1n s

L

fff_ff_‘ff*‘ff“”*~~<partsc__part one: presents ideas and concepts re1evant to the pro- ;

T o

.- C@ss of educat1ona1 change, the schoo] as a system, and organ1-i“
‘zationa1 prob]em so1V1ng, part two cons1sts of a ser1es of in-
"struments wh1ch can. be used to measure key aspects of a schoo]

'system s capab111ty for se]f-renewa]

LN
..,;; S

P1no, R., R Emor/, and C Jung Prepar1ng,£ducat1ona1 Traini;g Consu]tants.,‘.

o

f:f,:._;:_ “'. ‘ Port]and Oregon , Northwest Reg1ona1 Educatlona1 Laboratory, 1973

Ih1s 1s a packaged program for tra1n1ng OD consu]tants

for schoo]s and d1str1cts N 1“154:;.2ff ,7.' h.“"ffi;‘ffffif.' :»;i

T 2
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Schein, E.H., ProcesS‘COnsultation: Its Role in Organization Deve]opment S

o d1ng. Massachusetts. Add1son-wes1ey, 1969. - LT \ . -
Af RV R In standard consultat1on mode]s, the consu]tant g1ves /

j | -expert @dvice on how to solve. a particular prob]em wh1ch the or—, T

"\\ ?ganizat1on has . 1dent1f1ed nd is, concerned about pass1ng on h1s

".‘knowledge, whereas: in proczss consu]tat1on 1t 1s assumed that

S 5

| \”the o"Qanizatwn does .not know. how to use 1ts own. resources | i\\\Q{J

. effect1ve]y e1ther in 1n1t1a1 prob]em so]ut1on or in 1mp1ementa- S
= e 2tion of so]ut1ons and the process consu]tant is concerned about '.-F,.-L”%ﬁ

,_pass1ng on h1s skills and vi]ues. E

" Schmuck, R. A' Deve]op1ng Teanms. of 0rgan1zat1ona1 Spec1a11sts.. In R A. Schmuck

:; and M B M11es (Eds ), 0rgan1zat10n Deve]opment in Schoo]s Palo ‘
‘ . Alto: Nat10na1 Press Books, 1971 Pp 2]3 230 . o
‘fh Th1s art1c1e descr1bes the uses cf a cadre of organ1-j
'f:‘t’i ;e.:f.zat1ona1 spec1a11sts in-a schoo] d1str1ct Some notes -on bu11d1ng
‘a cadre-are included. : | o
SChmuck R " Incorporating SurVey Feedback 1n/OD Intervent1ons -
;‘f 5;” _ (Presented to. the Amer1can Educat1ona1 Researoh Assoc1at1on,;
t‘ttff"- a ~1973 ) 0ccas1ona1 P;per of CEPM CASEA Un1verS1ty of Oregon, \: L
| f?j;ﬂ ]973 ;“‘ ” .4 LT s _j .»'T“7 - - v _f\t | o
‘;1.7:?d ’ = Th1s art1c1e describes methods of ps1ng data'.: ' _:\\\> B
;;ft:i:_j-' feedback 1n OD 1ntervent1ons and. team-bu11d1ng e h';f, B ;
< ‘ \\ ) -'z RN S
C 162~ | B R O




Schmuck

’

Ph., P.J. Runkel, S.L. Saturen, R.T. Martell, and C.Bg;z§rr.
to:

Handbook of Organizat1on Deve]opment 1n Schoo]s. Pal

-..ing tra1ning ep1sodes are descrqbed to he]p 1ncr ase the f]ow and

Natlonal Press: Books. 972, T L .

.
A Y

Th1s book prov1des a co]lect1on of d1reCt1ons and” spec1- aE

~

f1cat1ons useful 1nvthe pract1ca1 app11cat1on of 0D technlques. ",'

It is des1gned as a reference too] and as an act1on or1ented

| .gu1de., The -first two- chapters exp]aln the ovena]] concepts neces-

_sary for p]ann1ng 1ntervent1on 1n schoo]s and dlstrlcts and set

the framework for the rest of the Handbook In partlcular, they“

e

) v
‘ serve as an 1ntroduct1on and gu1de to Chapters 3 through 8 each»

of wh1ch presents a ratlonale and methods . for 1mproyjng a part1-

L4

L]

cular functlon of the school organ1zatlon. Let us use Chapter 3 ff

- as an examp]e. D1scus51ng the c]ar1f1cat1on of commun1cat1on.

‘e -

'1t beg1ns by present1ng the concepts and pr1nc1p1es that are.

: -
LY

___a.few'short read1ngs re]at1ng the authors ideas Jto the larger

" the present cond1t1on of commun1cat1on i an organ1zat1on. Ex- .

-
erclses are descr1bed by-wh1ch organ1zat1ona1 membe 'S can exam1ne

the1r own’ comnun1cat1ve protesses .and 1earn some new methods of-

fface to= face commun1cat1on. Then the authors off r some pro-

é

B cedures for. use in severa] s1tuat1ons that are 11 e]y to arise

dur1ng an organ1zat1on s actua] work day F1na11y, waxs of bu11d-

c]ar1ty of:commun1catton. Each of the chapfers 3 8 has a s1m11ar

ST

'-pert1nent to the problem of commun1cat1on and fo]]ows theSe w1th E

~ literature. Next the chapter provides some too]s for assess1ng;"

A
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. structure The last two chapters d1scuss”des1gn+ng and'gbaluat1ng
' "v:-v : tra1n1ng programs. The emphas1s in OD is on “the system as a
°target for rhange rather than on 1solated 1nd1v1dua1s, but each

" member of the system 1s active1y 1nvo}ved in the assessment

diagnos1s and transformat1on of his own: organization

LN . ' \

Nalton, R F. Interpersonal Peaoemaking° Confrontation and Third Parti-'; .

i o ConSultation "Readlng, Massachusetts. Add1son-wes1ey, ]969
| - f'. . The author offers: some provocat1ve 1ns1ghts into the oqm—
p1ex1t1es of the th1rd party role; h1s approach 1nvolves 1mprov1ng
R 1ntergroup re1atlons by 1mprov1ng relatlons between thelr repre-'

[N ‘a
sentat1ves
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‘fmeeting debrieflng “'-' . | f" L )
BN t is

o

"Tmportant to coTTect 1nformat1on about the cognitive and affect1ve reg ct1ons

Members thoughts and . fee]ings After the meet1ng is over,

‘ of the members to the meet1ng Important quest1ons to assess the tea 's
‘f effectiveness are: . Do members end up with a cTear 1dea of what was d1scussed
or decided or are they confused\and need to check with the formaT geam S

Teader at a later time? Do the dec1s1ons that were made at the meet1ng or j

the actions that were planned, qet carr1ed out? Are there oplnions and

fee]ings thgt_ygre_not expressed dur1ng the meeting that only get expressed

lnatwoeforethree-way conversat1ons/gfter the meet1ng is over? Do members
S /

leave the meeting w1th a sense of sat1sfact1on and accomp11shments or

senses of boredom or frustrat1on? Answers to quer1es 'such as these w111 R

¢

=

.;'give ‘an ind1cat1on of how effect1ve the meet1ng was and of how effect1ve1y j
h“the team 1s acting. I o . L -

Recogn1z1ng an effect1ve meet1ng, ATong w1th the above three

c]usters of meet1ng behavior, there are add1t1ona1 behav1orc that can serve

ias gu1deposts in- assess1ng how we]] a. team is perform1ng These are_as

~,e¢follows,- ' L - s .,-]

;“N;_. Q~"-«(1)_ Team members do not 1gncre ser1ous1y 1ntended contr1but19ns

.:'

hislt 1s important for team. members -to. know the effect of the1r remarks on; other ‘_ﬁe,:;
%—team;members.. when ‘other members do not respond, speakers cannot- know whether

‘}thew d1d not hear'the1r remark or whether they understood it and agreed with .

‘1'reaevant: Team membersTWhose_conIt1but1ons are 1onored w111 tend to become

;iscouraged and not cont1nue to part1c1pate. Th1s w111 uTt1mate1y 11m1t the

team s uie of aTT of its: resources. . o

(2) Team members check to make sure: they know what a speaker means ;;,j;f'“




N
N

.before7they'agree'or disagree with his_or her contribution. There 1s fre-’ |

ns about what others a&e meaning and fee11ng

(T Team embe s speak fov themse]ves. Team me bers sta’

their reaetiqns are»thelr own. They do not attr1bute them _o others or g1veﬁ

- the impression they are sp'aking for others. “ ney kry to stay away from
: i .

. statementsTTike "most teachfrs'feeT“ or ": 5. doqu apprediate,” etc.

(4) ATT oontrwbut1ons are v1ewed as belong1ngfto the group, to

- be used’or not as the groqp\dec1des. Team member! who make su gest1ons do :
- . .
not have ‘to defend them agatnst othevs. The ent1re group assume respons1-
b1ﬂ1ty for evaluat1ng 1t aTong wi* aTT other suggestlons.

' \’ ' .o
]:«» 5:(5) Team members part1c.potE‘1n defenent but. compTimen ary ways.

= - 1

V;kh11e som° team members are fqullTing work funczgons, otﬁers carr) out soc1a1-

ay be prc ‘d1ng inf rmatJon,_ )

) ;b.emotlonal functions. Thusﬂ wh11e some members m

~ —
~.

! r

7 the wo"k asﬁ1t reflects *he1r 1nterests and capac1t1es”

JI

'*w-(6‘ whenever the team senses\\t is hav1ng troub]e;gett1ngjwork

l\' — ——
| N =i

o ““"“d‘nel,1t tries to f1nd the reason.” Team members<ar6‘easr4y\ab1e to shift o
of\\

- [\

B T o —]

the.d scuss1on from the work to social- emot1ona1 issues when synptoms

. e e i
Vo ¢

fT;;“‘“ d1%f1cu1ty arise, Tike -hair- sp113t1 ﬂ, obv1ous pownts are repeated over . N

T,

AR ?ana over~ po]ar1zat10n of. the: team, apathet1CIpart1c1pat1on, etc. SR

i S AR W

(7) - Team WembngNFéCQQHJZe that»they‘are a]ways mak1ng,dec1k1ons,

-.§
—’““’l L

. -1 ‘ -\\
e and~they do openly and;gyrposefu]]y, rather than by- de‘aETt\“~Gnaany issue

the team may dec1de ‘to take actlon or not to take act1on. They can decide

.

|open]y not to ‘take actlon or they can, take no act1on by defau]t Derys1ons‘*

|- f i _
\by defau]t are often unc]ear and are fe]t as fa11ures by,team members \nd

7Q]“/L‘_;- freate tens1on and\a 16w sense; of commltment among them ATso, team members:

! PN
d
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tend to see eacii decision as an experiment which can be §arr1ed out, evaluated,
. \t '
- .\:f< . Lo . N
.and- revised in the 1lght of experlence. A]so team members are aware, in each
case, of how the dec1s1on is going to be made.

(8) Team members express dlsagreement and bring conflict out into

'/;x the open and deal with it. Members recognlze that conf11ct is -inewitable and

2 {-

may even be valuable to the teamip They know that the cho1ce is thelrs as to’

whether the conf11ct w111 be oper and subJect to team control, or ¢ :guised,

" and out of team control.
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.Annotated‘Bib]iograbhy | ,
(Chapter 4)  « = :,,(’;' I g t$\f

[
P /

T Cartwr1ght D. and R. Lippitt, "eroup Dynam1c5 and the Individual" i

e Internat1ona1 Journal of GrouP Psychotherapy, 7(1) 1957,

T~

A}

P 86-102. ; o o '_v.

This’ d1scuss10n of the relation between 1nd1v1dua1s BN

0 N

and'groups centers\on conform1ty Qressures whtct can foster

.\\

the potent1a1 strenghten1ng ot b6th\\nd1v1daals\and—group5"bx\ |
~ -
o : qua11tat1ve 1mprovements in the’ﬁature\\f\Jnterdependence be¢ween\\
" . ~. o
) / integrated 1nd1V1dua1s and cohes1ve groups Ind1y1dua1 sat1s~ '

fact1on, group product1v1ty, and adaptab111ty are’ affected~by

. the qua11ty of re]atlonsmpc between.the 1nd1v1dua1 members and A

- N ’ B ' ]

* ‘ the team o , _ _ _ _
Gibb, J. R and .L.M. _Gibb, "Human1st1c E]ements in Group Growth" from J.- o

Bugenbal ChalTEnges 1n;ﬁuman1st1c PsycthngJ PR 161- 170 B *hf' :

v

. MeGraw Hill, Inc\“\ﬁi¥¥; g& S fﬁ:L}f' S
S S The ‘authors sea h 1nd1cates<Tour s1gn1f1cant and 1;;'L

~

e .,s;f_, (1) the degree of reciprocal trust an ng members, (2) the 11dit2° -

of the feedback sx;tem and effectiveness of concensua] decisjon

aklng, (3 ) the determ1nat1on and assessment of group gpals, and

( ) the degree of\rfal 1nterdtpendenre 1n the system; are 1mpor-

. tant 1nd1caaors of the quality of gFoup functioning. o ‘;H;
oS - R

— T . PR .
- " “ L

""’“"»«
by,

thmore, S K , The Coum i 1n Tralnqng_ Eng]ewood C]Iff% New Jer¢ey

L 3
AT L ¢ - - I o

I Prent1ce;ﬂa11 Inc - 1973 pp,fzﬁo 261 :;/;/"
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Communicat1on processes are* described and exemp1if1ed

1n pp 230-261. Although the book is d1rected to beginn1ng

N

ounse]ors the communication practice and explanat1ons are

' “yseful to a group who wants to understand andﬂ1mprove their :
. commun1cation behaviors.” Such thlngs as nonverba] behavior,
ﬂ;fyfm.c‘  paraphrasing, -perception checking and descr1ptjon of behavior

| ."5~l- ana feelings are inc]uded.' I - ', : _—

Hare, P.A., E F. Borgatta, and R.F. Ba]es, (Eds ) Sma]] Groug;_ Studies 1n

‘Social Action ALA. Knopf, Rev1sed ed1tlon, 1965 - ‘t _' _____ e

A good though old (orlg1na]1y pub]ished in ]955)\CO]7

lecc1on of writings on the h1stor1ca] and theoretica] bacbgrou/d "

(

K T 5cours, ‘the 1nd1v1dua] 1n ‘secial s1tuat1ons and the group as

.,.‘
N

v.

] ystem oﬁ socna1 1nteract1on. Such spec1f1cs as dec1

;- | mak1n;, 1eadersh1p. feedback and c:inunjfffib - zd‘

) ,b .so]v1ng are subjectsyea/q/"m]uded. e

iif i"4nton, B.-., and H. Rize,—7 roups and Organizations. ée]mont,_Ca]?(.f

L W wertﬁ//ul Jhing Co. N Inc , 1971, o o
) . /jds b 4g

~

- “.

A naber of read(ngs on group and organ1zationpl theqpy

and. funct1on1ng Qu1,e 2 few. of the ar€1c1es d1s/uss/tonfTTct

S A;"”’ u1th1n/ard between groups ThPre are a]so artré1es on cohes1ve-“' }

ness lecdersh1p, dec1s1on maklmq, ett. o "2,221“53' N :

.. , . - T
PN . B /’ ,—". e

- Kotz D. and R. L Kahn. “The- Psycho]og1ca1 Bdsis o 0rgan1zafionaTMEfTect1ve- e
Sl e .

Ce ness, " -in Kat‘cand Kahn The Soclal Psycho]ogy of 0rganlzat1ons,-;jo' e
‘// / ;
NI New York John N ley 2nd Sons, Inc., ]966 pp 336 389

ZfMAK’ Th1s chapter deve]ops a framework for understand1ng the B

B
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. .
o .

j ~relat  ship between behav1ors that are requlred to, ach1eve h1gh
) ' 3

T F organ1zationa1 e?fectiveness and varﬁous mot1vat10na1’-7:?
'patterns 1nherent in the structure of organizations.: Four mot1-fil
| vational patterns. i.e., (1) 1ega1 comp11ance, (2) 1nstrumenta1 ”

wse 'sfaction& (3)-se]f-express1on, and (4) 1nterna11zat1on of
’///prganiza*iona1 goals, are each analyzed in terms of its abi11ty

to generate three patterns of. benaV1or requ1red for organ1zat1on-

g a1 effect1veness, i. e.7—£%}—éein1ng and rema1n1ng 1n the organ1—-1~

;:'zat1on, (2) dependab]y perform1ng as51gned-ro1es..and (3) engag1ng;W:

in occasional 1nnovat1ve ‘and cooperatlve behav1or.- The chapter'

-

conc]udes W1th a.review of the emp1r1ca1 research that bears upon

Y
L

-.the framework._

m . . ' v\.'
Lambert w N and N E. Lambert. Soc1a1 Psycho]ogy, Eng]ewood C11ffs, New

f%fﬁ o o ' Jersey Prentice- Ha]], Inc., 1964... Chapter 6, "The Ind1v1dua1 in

b ‘Group Sett1ngs. - 'L't

. f [P

¢ This chapter d1scusses the effectﬁfaf group membersh1p‘
_;bn the behavior of. 1nd1v1dua]s. Some 1deas about conform1ty,
_1eadersh1p, group,commun1cat1on networks,,democrat1c-autocrat1c'

and cooperative~ compet1t1ve group structures and 1ntergroup

Tt
LR s

conflict are brn*f]y stated and exemp] find. ol ' - '_.ﬁ

Q.

L1pp1tt, c.L*,fbganizat1on Renewal. New York: App]etonfCentury5erfts,' .ﬁtg
1969, p. 315. S

B

The author b]ends behaV1ora1 any managerla. science uf

w1th h1s own experlence 1n presentlng a frame of - reference for
1n1t1at1ng and malntalning arganlzatlon renewa] processe-. The

chapter on work groups in oroan1zat1ons is a theoretica] d1scus- g

825




_ sion of teamwork in terms of what factors affect group effective-
e e ness; what is characteristic of teamwork and a "hea]thy" ‘team

!

and,how can a leader contribute to effective group;functioning,

) §te1ner, 1.D., ‘Group Process and Productivity New York and London:
-'\\; e - Adademic Press, 1972 5 B . »f . '“

AN How. we]] a group performs .a task depends on three o ;T:

.c]asses of variables task-demands, resources and process Task

_~ demands include the requirements 1mposed hy the task itse]f or ,\\\

RN .

by the ru]es under Wh]Ch the task must be pe*formed Resources e N

, N,

- .1nclude all- relevant know]edge, abilities, ckills, or too]s pos-f - \\\-f
sessed by the 1nd1v1dua]s atxempting to perform the task Process " _7\

cons1sts of the. actLa] steps taken by an indiv1dua1 or group
when confrontei by 3 t %, the ind1V1dua1 or co]]ective actions
oi those who. have be -1 assig: ed a task The discussion covers'
types_of’tasrs, e’?-e;u'of Jrous size and group heterogeneity
and homogeneity, a note on conesior- and a final chapter on the -

g t5 A system and en group process
\

Waileu, . "Tn° Interpersonal Gap.“.in Schmuck and Runke] Handbook of

0rgan12ation Developmer.* in Schoo]s,;Nationa]-Press Books, 1972.
Pp. 82-86. - o o o 'i
o In this artic]e,'dallen notes thatithe difference
- betws: ., the effect that one's a:Zions'actuaiiy produce inﬁanother-. F’.~’
person and the effect that one intends to produce is often quite -

large. . He calls this discrepancy the "1nterpersona1 gap." Both

1

intentions and effects are private. Only actions are observab]e
“and their meaning -is ambiguous. This is the dilemma posed by-

" the interpersona] gap. 89
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o = " Convening Educational Teams ' : .. ™ . ¥
ﬁ\\ ‘ T

s . we have a1ready described the importance of face-to-face inter- gi'-“

: ;;actions for. auteam s functianing. Nost\of the TMRQPta"t work a"d social- “~ﬂ;

A emotipna] processesfcan be seen at meet1ggs /L.By attendmg to 1nterpersona1 |

) & A =~ o

e '\
- interactions at team meetings, the team member can d1scerncthe team s be-

havioral. norms which, in turn, refiect the team's goais app;Qved procedures,

and affective climate, The k1nds of communication encouraged at team meet-
N =N —_—
o 1ngs indicate the expectations and sk111s members use to coord1ndﬁ§”th§ir- 3

efforts. The amount of time devoted to goal setting and goa] reiﬁning in-‘ -
. AR < e
'd1cates the impor e team‘members giveﬁihem in relation to otherfactivi- . .

A

. ties. Assumptionc shared about the functiohs of confiict can be. noted 1n .

| the ways in which OppOSJng views are Uncovered and hand]ed Comparisons a]so
>¥l::can be made aman4%r0b1em-solving'and decision-making activities to under-

' tand how team members have oryanized to accomplish their tasks;”.Finafiv, '
‘one can watch the degree to which part1c1pants comment on the ways in ‘wnich
they conduct the1r meetings, and attend to how they assess changes in. their

x group processes. e

Roie of the Convener : ._ B . '53
_ ‘ B

Educationai teams worl? more effectlveiy in meetlngs when a nember

s cieariy designated as the convener for the session. The convener acts

,as the discu551on Teader, faciiitating yet not dominating ‘the communications.

1 ~




The convener {s not to act passively, but forcefu.ly and definitely in

.
,!u"

re]ation to the team's work and socia]-emotiona] processei ,"’ '

-

e

3 Tasks of the team are important to the convener ;Zut 5o dre the‘
- ways that th@ team accomp]ishes {ts tasks.c The convener Steers the group

: | |
to discuss its socia]-emotional processes when that would \be he]pfu] She

or he should be aware o. team meriy 21s ‘who appear to be outs de of the dis--~~-~~~-~-:l

g = T “"ﬂ
cussion. *At the same time the convener must be conscious of time and he]p :

‘move éhe team: a]ong In our “mode] of how teams shou]d act dur1ng meetings,

the g Mener ouns the legitimate. authority for conducting the meeting and &

‘thus 1hou1d 1ike the offic1a1 leader of the team during the meetang ~°71¢~f5

L4
i “No matter how 1mportant the convener fee]s the discu551on to be :

......

T
12 L

_atﬂsome particuiarlygmuug_he_or—she—shUU' rememb er that The group membeyé/

‘—________________,
- have made an implicit pact to- discuss certain items dur1ngithe meeting ;nd

R

to end at a stated time. If the team seems to be taking tdo much time for -
K g

) one’ agenda item,. the convener should. ca]] this to the attention of/the team, di
o and ask something such as,_"Do youwish to subtract-time from other items, -
' cance] one or more items, extend the meeting, or what?"*' Convéners shou]d
demand a procedura] decisnon, but they need not choose a so]dtion or even R ,.?
suggest one.. The team 1s usua]]y capable of doing th]S /when th y/a?e not o

' 1t is usefu] to discover the fact o -,f. b

-0

%ﬁ]*? o ,.-vﬂ[: Mode]ing,communication skills. The person taking'the role of | ‘
| the convener,shou]d be especia]]y consc1ous of u51ng effective communica-

:;.!":. . tion ski]]s We have found ‘the. most 1mportant skills to be paraphra51ng, f",

:1mpre551on checking, describing behaV1ors, describing own feelings, and’
~tak1ng surveys. . 3-,1'- T |

s (1) Paraphrasing This is-a. skill for checking with another team

;}f”member to be sure you“understaad his or her statements as they were 1ntended

e

;L.::ﬁ

- F .

91 |




fsswssentails showing the ofhe:?that you have’ understood h1s or her meaning. Ex--

'Of'your fdea?" or "Would this be an-examp]e'of your point?" (fo]lowedvby a .

R Y

—

It is"a skill used for reducing potentia1\mTSCommun1cation. When paraphrasing.

state in your own words what the other person s statement meant to. you This

skill does not 1nvo1ve a simp]e repeat1ng of the other s words Rather 1t

¢amp1es,1nc1ude, Is this . . (statement) .. an accurate understand1ng

statement of a Spec1f1c examp]e) Paraphrasing is an essentia1'§ii11 for

‘effactive work processes 1n teams and should be*emp]oyed often by the convener.

. x/’ (2) ImpreSS1on check1ng, When us1ng this skill, yougdescrlbe_______;_,_s_

¥

ek v- I
" what you be11eve to be the other ! e++ngs—aF‘TEEEF’le ‘e in order

0 check if you are accurate. For: examp]e, "I' get the. Tmpres<1on you'd 1ike
to change the subJect > Is that accurate?" - Impress1on check1ng can also be
targeted at 1dent1fy1ng feeling states shared by several: team- members " For
examp]e, ”"I sfpse;that severa] people you]d 11ke to move on-to another

topic." Am'l right?": The skill is similar to paraphrasing; howé'ver,"in' im-

'

~ pression. check1ng. the convener focuses on the affective aspects of a mes-

sage rather than the cogn1t1ve aspects. When try1ng an 1mpress1on check
you shou]d be careful to be tentat1ve in your descr1ption of the other s

fee]1ng, and stay away from eva]uat1ng 1t as being favorab]e or unfavorab]e,

-on attempt1ng to exp]a1n,or 1nterpret it.

(3) Descr1b1ng beﬁav1ors. This skill entails reporting specific

R observab]e behav1ors of the other or the team w1thout eva]uating or mak1ng o )

é
any kind of statement concerntng n1s or her 1ntenclons, att1cudes, and . N

: persona11ty. The pbject . of descr1b1ng behav1ors obJect1ve1y is to prov1de

the otner w1th a c]ear idea of the specifin behav1or to ‘which you are

(A respondtng., For examp]e}‘"D1ck and Allen have dorie near]y a]] the. ta1k1ng;

,fand the reSc of us have sa1d very 11tt1ef‘t‘




~ The astute convener will often use behavior descriptions together "
th-¥, ‘ with one of the other communication skills such as impression check1ng or "
| : describing feelings (def1ned be]ow) When used with an 1mpr7ss1on check,
the behavior descr1ptjon tells the other which of his or her behayiors
“have Ted you to speculate that he or she-may be feeling a certain way., For

“example, "You don't look at me when ¥°“=SPE§K;P9;§h§Mteahun-<y0u~usua]]y“”'”

look-at Joe or Mike. Do yodmtrust them more than you trust me?“ Nhen_gsgg____

——

"~ in-tandem with a_de tio | e behav1or description lets the

~other -know the 1mpact of his or her behavior on your experience. For examp]e;f
"You look at Joe and Mike when you-are Jddre551ng-the team more than you 1dok

at me and I fee] hurt and left out when. you are do1ng that." \

\ (4) Descr1b1ng~own fee]ing_ Descr1b1ng your own fee]ind\\éntai1s-“
lSpec1f1ca11y 1dent1fy1ng your fee11ng by name, ana]ogy. or. f1gure of speech/
'so~that-other$.understand what you are_exper1enctng Descr1bing your fee]- :.’
~ ings should be’distinguished'from expressing your feelings Feelings get
- .expressed in many d1fferent ways and many d1fferent fee11ngs get expressed

o

the same way, SO that the express1on of fee11ngs tends to be amb1guo's and’

- ‘ sibject to m1s1nterpnetat1ons. Describing own fee11ngs should also be
- distinguished from presenting’ an idea or action plan. "When describinga . ' -

fée]ing. make sure that the statement includes an emotional state that i ;
ure. ement :

taking p]ace 1nS1de of you. Typically, for example, pitrases that begin”with )

T e fee that" usua]]y 1nvo]ve ideas any recommenda+1oos rather than fee]- :

ings. Fer °xaMp1e, "I. feel that you are wrong" is not d1rect fee11ng
S des ription. The sentence could h&Ve beent I think that _you are wrong. L
.4.51‘ . But, " fee] angry by what you stt sa1d!" ‘is clearly a fee11ng des\rnpt1on

(5) Taking survey_, In tak1ng a survey, t ‘e’ convener asks that

N members of the team PESgunj w1th the1r thoughts and fee11ngs on a part1quar :




' \

,.‘ SUbJect. The survey begins with one team'membpr stiting the question,
+1issue, or decision. Next, someone else paraphraqu 1t to make certain '_ " ‘;r'
it has'been understood Then eVery one, in turn, states his or her posi-_;wwM,/J'f”
tion or opinion on the issue," thying to be as succinct-as” possib]« Durinq ;ﬁﬂc,feg

ysz,ﬁ e R

I
the survey, the - team has an impiicit pact that no member i ai]owcd to. remain

g e [P

silent. Even if a member_has—no opinion or nothing to say, that member must

—"“”_—*_————’———————#’— Any Member of the team not JUSt the convener, can call T

explicit]y say so.

for a suryey at any time and 1t aut0mat|ca11y pre empts the team 's attention

L

unti] every member has’ spoken. ' "”: S e B ) o o

3C1ar1fying,team goals. = Another important‘function of the convener“

1s to he]p the. team to clarify 1ts core goa1s There are a variety of'ways
to accomp11sh th]S and the convener/ shouid ‘have a repertoire of techniqUes

The conVener can introduce brainstorming -- ‘which invo]ves throwing out 1deas

w1t&out attending to. their reasonableness or fea51b111ty Another is an .1,9' 24

.exercise that encouraqes team members to fanta51ze about how things might

_ idea]]y be Or,contrastingiy, the convener can. encourage team members to
o use behav1or descr1pt.on when discussing team goa]s The 1ast p01nt is .‘ . ) -;

very 1mportant especiaily if the team hopes t6 assess- how well 1t is doing - .- f
. O S
-The'ianguage'used i statements shoutd f1na11y be precise ] o

'on pursuing its goals.

“and operationai The words chosen shou4d deseribe SpEC1f1C behav1ors or

carefu]ly deiimited concepts For examp]e, "team meetings will have a

. .‘,rotating convener and w111 1nc1ude seVen minutes of debriefing.at the end'” Lol
~or "Any student 1eaV1ng the 1.~ 2 team w111 be ab]e to count to 200, add | |
.. . -

A combinations up to 2", and be ab]e to measure in pounds, feet, and inches," L. {g

etc. The more precise the words are the more 1ike]y severa] different o _ ~L’j

peop]e reading the goa] statement w111 get the same Understandﬁng of 1t

v . . . °. . . ‘ « o . S o .
[ I R - : . . o e
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' .,f/f”wwﬂﬂ The convener should encourage 4he team to discuss goa]s in terms
| —of who will be doing what and when. . If one goal of a lower grade teaching
- y- v team is to. haVe students "get a good start in reading" it is 1mportant that
) . the team's understanding Of a "good start in’ reading" is made vegy c1ear.

| Does 1t-mean that by the end of. fiva months of school, each ch11d will be

) eager1y work1ng dur1ng the reading 1esson? Doks it mean that by ‘June,

v

“each ch1 4 will be ab1e to work out the words presented in the first year.

reader 1ndependent1y? Does 1t mean that afte( 51X months, every ch11d will

+

b:?ib1e to enjoy. "and read some book in the schooJ 11brary? Nhatever parti- ,:

efar teem members have 1n m1nd the goa1 statement must con'municate t’hat

2;}: : - mean1ng ‘as c]ear]y as poss1b1e to all members and for examp1e topany parent,

‘”f of a first gradef(who hsks about read1ng goa]s The commun1cat1on sk11ls _
descr1bed above can fac;11ta¢e the team s gett1ng c]ear on goals. b
[ v ﬁ

) . S . :
A / , Severa] exerggses can~be\\n1t1ated by the convener to he]p the

Y
K -

teanrarr1ve at, 1mportant goal statements o . A
K ... _ : .
s ~ (1) Say it anotherwway. The team sits in a c1rc1e A topic~for

. P
.

{' getting to'some goal itatements is decided upom{ such as the team,s meetings

. } =
" or- the ‘team's work go 1s, etc \Eagh tige team members state an 1dea‘_pat

PSS
14

thev be11°ve to be re

S e

vant or 1mportant to the team s goa]s, the discus-’

:

~sion s momentarr]y« 4opp. and the convener asks the team to Find as.

s

many statements as pods1b1e wh1ch paraphrase the or1g1na1 fdea Members
try in-tura to cbme ub w1th restatements unt1] no one can f1nd a reasonab]e

aTternat1ye paraphrasd e The convener should enCOUrage the team to- arr1ve ' _'*j

"'xl
!

- R - at the very best gaal statements for any partncu]ar togic. i .fﬁ

pafé o (2) Bra1nstorm1ng Th1s act1v1ty can be ausefui way of genera-

'tﬂf ~ ting 1os o§ 1deas for goa] statements One or more team Pembers stand at a y.
~”a»bJaokboard orﬂnewspr nt;pad. For a prescr1bed t1me per1od perhans 5 ‘/




. -87- .‘- | : o~ .o ;i

b w-"i - o oo

s | minutes. team ; °mbers caii out ideas they have for goal statements. The v \
N statements are to be as brief as possible; no one stops to evaiuate any

idea. and 1ittle time is spent fo.: clarification. Ideds are thrdwn ou;/’

as quickly as they can be uttered and thc convener ‘tries to keep the atmos-

/phere Tight amd creative. -After the brainstonning is over. time is taken ‘

\./
i
{

¢
Al

to exolore and\evaluate the goai statements that have been generated
Uitimateiy. the team se]ects some of the oal statements to guide its work.

(3) Fantasizing the future.‘ One way'for the convener‘tofiead

team members toward making goal stateménts is to have them fantasize how

vf” they wouid most 1 ‘things to be 5 years ‘from now - team member 1ists
' on newsprint ways gings might. be different in the . The Tistf

A ; might contajr dif ent ways of- working. differenL tasks to be working on,
';~diffeﬁent emotiona] ciimates within the team or between the team and its
’}f environment. and so forth The neWsprint Tiste e put upon the' waﬂi and
. team members read one another s iists Some time is taken to ciariéy what

/
~"“ﬁs,on the Tists so that aii members understand what is there ;. Tea members.

"

again move around the room Tooking at the 11sts and putting checks by the - i

three statements on each iist wh1ch they find most 1mportant to_them .A

master Tist is then made combining 51miiar statements and grouping compatibie

]deas ‘h i‘ ‘. ) . , - . ‘ ';- ‘. . . y l- ,. -.n
,-..'.\. !

;;i;i;e_'b‘ The statements on—these lists shouid be discussed thoroughiy and -
understood fuiiy by the team members During the discus51on, the statements

oé' shouid be restated,_refined~—and—c1a 1fied Some of the statements will be

eiiminated white othérs may De exnended cr div1dea into severa] more speciric

goai statements. As the restatements are offered the convener should heip

JCs——

theateam to focus on who wouid Bé d01ng what and when f

'.\e

Team memoers may flnd that they agree op the stated goais but do

hot—move toward them in-d concerted fashion. By obserV1ng ‘the team members




